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CHAPTER 1 
THE PROBLEM 
Introduction 


The average Naval Officer, whether of the line or of 
the staff corps, is trained almost entirely, so far as 
personnel] management is concerned, in the administration of 
military personnel. The major sources of officer candidates 
are the United States Naval Academy in Annapolis, and the 
fifty-two Naval Reserve Officer Training Corps Units in vari- 
ous colleges and universities. the training in both courses 
prepares the young officer for the initial billet of Division 
Officer afloat, an administrative position largely concerned 
with military personnel and training. And this training 
given the young officer is proper, for the average officer 
spends his first tour of commissioned duty, a period of from 
two to seven years, on a ship of the United States Nevy. 
Indeed, a goodly percentage of his entire Naval career is 
spent on duty afloat. 

On such duty, the Naval officer is in a strictly mili- 
tary world, his execution of personnel management having to 
do sither with Junior officers or with enlisted personnel. 
Contrary to popular belief, the Naval officer who is succese- 


ful in the administration of military personnel employs the 


sie 


same principles of good personnel menagement used by the sue- 
cessful executive in civilian industry. The days of "wooden 
ships and iron men" nave long since disappeared, and the 
modern American bluejacket is an intelligent and skilled indi- 
vidual, who responds to the same motivations as the intelli- 
gent aná skilled employee in civilian industry. 

But what happens when the officer gets those long 
awaited orders to shore duty? He will probably be stationed 
at a large shore activity staffed almost entirely with civil 
service personnel. His enlisted men will be replaced by 
civilian clerks, and his chief petty officers by civilian 
supervisors. Thus he finds himself in a strange new world of 
performance ratings and job sheets, of grievances and periodic 
salary increases, of NOPI and Civil Service Commission regula- 
tions. The officer will likely find himself confused, and 
come to depend more and more on his civilian supervisors to 
perform those personnel management duties which he himself 
should be performing. In this way he will have abdicated a 


portion of his executive responsibility. 


The Problem and Its Importance 


Hence the Naval officer ashore is concerned with the 
application of familiar personnel management principles to an 
unfamiliar situation. His greatest problem is mastery of the 
procedures established by law for the administration of civil 


service personnel. Within this framework of rules and 








regulations, the same principles of personnel menagement em- 
ployed with military personnel may be used to solve those 
personnel problems which arise with civil service employees. 
However, the understanding of these procedures and a recogni- 
tion of the problems likely to arise in their application is 
a time-consuming process. In the meantime, the officer may 
be actually solving personnel problems improperly, although 
with good intentions, to the detriment of the organization. 
And when it is remembered that at the present time there are 
more than 100,000 graded civil service employees in the Naval 
establishment, all of whom are directly or ultimately under 
Naval officer supervision, the problem multiplies. One 
civilian employee was heard to say, "For the firat six 
months the officer did more herm than good, for the next six 
months he didn't do any harm, for the rest of the time he 
did us a lot of good, but at the ond of two years he was 
transferred and now we have to go through the same process 
again." And as another civilian supervisor expressed to the 
writer, "It's not the personnel problems we have with the 
employees, but the management problems we have with the 
officers that give us the headaches." 


Purpose of the Study and Method of Attack 


The purpose of this study is to prepare e document 
which will assist the Naval officer concerned with the ad- 


ministration of graded civil service employees to arrive 








more quickly at that point where "he did us a lot oí good." 
An analysis will be made of procedures in the following six 
areas of personnel management with which most problems of 
daily employee-management relations are concerned in Naval 
shore activities: 

Position Classification 

Recruitment and Employment 

Performance Ratings 

Promotions and Demotions 

Leaves of Absence 

Disciplinary Action, Grievances, and Appeals 
Some of the problems which arise in the application of those 
procedures will be diseussed, and guide-posts of action will 
be pointed out. Thus, it is the purpose of this thesis to 
provide the Naval officer with a brief digest of ready infor- 
mation and suggestions to assist him in the personnel manage- 
ment of graded civil service employees in Naval shore 


activities. 


Limitations of the Study 





While there are many areas of personnel management, 
this study is confined to those six areas which seem most 
important in day-to-day employee-management relations. It is 
felt that a survey of the procedures and problems in these 
six areas will provide the basic personnel tools necessary in 


the administration of graded civil service employees in 








the Navy. 

A second limitation to this study is that it is con- 
fined to a discussion of the procedures and problems as they 
affect graded civil service employees and does not include 
the non-graded civil service employees of the Navy. While 
similar, the procedures affecting non-graded employees are of 
sufficient difference to necessitate their exclusion. The 
distinction between graded and non-graded employees is 
discussed in Chapter III. 

The last limitation to the study 1s that no attempt is 
made to cover those provisions of procedure which apply only 
in the rare case. It ia felt that, for the purposes of the 
study, such exceptions would tend to confuse, rather than to 


clarify the problem. 
Organization of Femeinder of the Thesis 


In the presentation of this thesis, the remeinder is 
organized an described in the following paragraphs. 

Chapter II is a review of current definitions of 
"Personnel Management." A number of definitions of the term 
as given by leading authors end incustrialists are discussed 
and compared. The definition ss established by the Navy 
Department is studied. A working definition of "Personnel 
Management" &s 1t 1s used in this study is developed. And 
finally the specific objectives of personnel munagement are 


ciscuseed. 








In Chapter III, the question, "Why Civilian Employees 
in the Navy?" is discussed. Four basic reasons are given 
for the employment of civil service personnel rather than all 
military personnel at Naval shore activities. The distinc- 
tion between a graded civil service employee and a non-graded 
one is made in this chapter. 

The Navy's industrial reiations establishment is wide- 
spread and complex. A knowledge of its organization and 
functions, particularly as they relate to the individual 
Naval shore activity, is mandatory for any Naval officer 
responsible for the administration of civil service personnel. 
These subjects are discussed in Chapter IV. 

Chapters V through X are devoted to & discussion of 
the six areas of personnel management, each chapter being 
concerned with the area indicated: 

Chapter V =- Position Classification 

Chapter VI - Recruitment and Employment 

Chapter VII - Performance Ratings 

Chapter VIII- Promotions and Demotions 

Chapter IX ~ Leaves of Absence 

Chapter X - Disciplinary Action, Grievances, and 

Appeals 

Within each area, the personnel management procedures 
involved, as prescribed by Federal law, Civil Service 
Commission Regulations, and Navy Department Regulations, are 
discussed. Problems likely to arise from the application of 


these procedures, aná solutions available at the local activi- 
ty level are alao discussed. The viewpoint is that ol the 
officer in an operating depurtment, rather than that of the 
Industrial Relations Officer. 

Chepter XI concludes this study with a summary of 
basic personnel management principles and policies applicable 
to the administration of graded civil service employees with 
emphasis on the policies of the Navy Department. 








CHAPTER 11 
PERSONNEL MANAGEMENT 
General 


Before discussing procedures of personnel management, 
it 1s most appropriate to define the term and determine the 
objectives of these procedures. This will avoid a problem 
similar to that of the three blind men who described the 
elephant. Hach assumed that it was like the particular part 
he had felt--a leg, the trunk, a síde--and thus each had a 
different definition or description of the beast, resulting 
in & confusion of words. 

While this thesia is concerned with a phase of person- 
nel management in the Naval establishment, this discussion of 
definitions and objectives will be based mainly on civilian 
sources--the leading authors and industriallets in the field. 
But this is not improper, for, as the Cushmans, who have 
served in beth civilian and Naval organizations, have said: 

«the supervisor's job, as far as dealing with 

problems of human engineering is concerned, 15s essen- 
tially the same everywhere. The nature of the indus- 
try or business seems to make little or no difference 


in matters that relate to dealing with people. Human 
nature is much the same wherever people are enployed.! 





lerank Cushman and Robert W. Cushman, mpro vi Super- 
vision (New York: John Wiley and fons, Inc., 1 > Po X. 


"T 








Since the First World War, that is, within the last 
thirty years, there has been an increasing emphasis on the 
personnel function, Loth within civilian industry anc within 
government. Why? Pigora and Myers, in their discussion of 
this matter, have listed the following as reasons: 

l. Labor shortages of the First World War. 


2. The growing attention by management to the welfare 
of employees. 


3. The scientific management movement inaugurated by 
Fredrick W. Taylor. 


l. Tho spread of unionism. 


5. Increasing government intervention in omployee- 
employer relationships. 


6. Personnel research using the social sciences of 
paychology, sociology, anthropology, and economics. 


7. The labor problems of the Second World Var. 
fo these may be added, as suggested by another writer, the 
technological changes in industry, commerce, and communica- 
tions.” The employee-employer relationship has changed 
greatly with the rise of mass industry and the expansion of 


government. 
Definition 


But what is this thing called personnel menagement (or 


personnel aduinistration as it is often called) and what does 
2 
Paul Pigors and Charles A. Myers, ersonnel Adminis- 
tration (New York: McGraw-Hill Book Company, inc., 1917), p. Lh. 


Michael J. Jucius, Personnel Management (Chicago: 
Richard D. Irwin, Ine., 1947), p. le. 
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it encompass? There can be found as many definitions as there 
are writers on the subject, so iit will be worthwhile tọ con- 
sider a few at this tims. 

Yoder uses as his definition the following: 


Personnel Management is that phase of management 
whieh deals with the efficient control of manpower, as 
distinguished from those phases which are concerned with 
all other sources of power. 


An induatrialist, Thomas G. Spates, has given as his 
definition: 


Sound personnel administration means so organizing 
aná treating people at work that they will utilize their 
maximum capacities, thereby attaining maximum personal 
and group satisfaction and rendering their max sere 
vice to the enterprise of which they aye a part. 


An experienced personnel executive, Lawrence A. Appley, 
President of the American HMsnagement Association, hea a simple 


definition, “Personnel administration ie thet activity of 

manegement which deals with human resources. "? 
The Department of the Navy has published as e definl- 

tion, "Personnel administration may be defined as the science 


of getting things done through tbe planning, supervision, 


direction and coordination of human activity."! 


bale Yoder ersonnel and Labor Relations (New York: 
Prentice-Hall, Inc., Ei p. E. A 

homas G. Spates, "An Objective Scrutiny of Personnel 
Administration," Personnel Series Number 75 (New York: 
American Management Association, 1914), p. J. 

Lawrence A. Appley, "The Significance of Personnel 
4dministration in the Modern Corporation,” Personnel Series 
Number 111 (New York: American Management Association, 19 , 
pe . 


7 
ersonnel Administration (Washington: Bureau of Naval 
—— Department ol the Navy, 1949), po li. 
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And at ine risk of undue length, a quotation from 


another authority: 


Personnel administration is the planning, supervision, 
direction, and coordination of those activities of an 
organization which contribute to realizing the defined 
purposes of that organization with & minimum of humen 
effort and friction, with an animating spirit of coopera- 
tion, and with proper regard for tog genuine well-being 
of ali members of the organization. 


Thua 1t may be seen that, while each of the authori- 
ties quoted above has emphasized certain different facets of 
the subject, they are ail quite close in their thinking. The 
essence of what is meant by personnel management, and a 
definition wníecn serves to summarize the concepts discussed 
above, is contained in the following by Jucius: 

Personnel management is the field of management which - 
l. Has to do with planning, organizing, and controlling 
the performance of various activities concerned with 
processing, developing, maintaining, and utilizing a 
labor force such that 

2. The objectives and purposes 

a. For which tae company is estabiished are attained 

as effectively and economically az possible, and 9 

be Of labor itseiz are served to the highest degree, 

This will be taken as tne definition to be used in 
thia study, the only modification necessary in order to apply 
it to the Naval situation is to substitute "Naval Activity" 


for "company." 





3 

Ordway Tead and Henry GC. Metealf, Persoannal Aáminis- 
tration (New York: McGraw-Hill Book Company, ine., 19 , 
Pe . 


Jueius, Ope Cit., p. 7e 








Objectives 





According to Webster's Dictionary, an objective is "an 
aim or end of action; point to be hit or reached," Mooney 
and Reiley say much the same thing in, "An objective is only 
another name for a human aim or purpose, and it can be justi- 
fied only by the worthiness of its purpose, "2° 

What are the objectives of personnel management pro- 
cedures? They have been hinted at by all of the definitions 
quoted in the section above, but they have been well stated 
by one authority in the following: 

The objectives oí Personnel Management, Personnel 
Administration, or Industrial Relations in an organiza- 
tion is to attain maximum individual development, 
desirable working relationships between employers and 
employees, and employees to employees, and effective 
molding of human resources as contrasted with physical 
resources. 

In a discussion of the principles of personnel manage- 
ment, Mooney and Reiley have pinpointed these objectives even 
finer: 

These principles all have the definite objective of 

man building. Any system of personnel management that 


swerves from this aim and purpose is likely to produce 
results that will be negative and disappointing. 





lO 5amos D. Mooney and Alan C. Reiley, Onward Industry! 
(New York: Harper and Brothers, Publishers, 19 9 Po X . 


walter D. Scott, Robert C. Clothier and William R. 
Spriegel, Personnel ne (New York: McGraw-Hill Book 
Company, TNC oy 1918), De . 


lé ooney and Reiley, op. cit., p. 5232. 
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Thus it may be concluded that the objectives of per- 
sonnel management procedures are concerned with the maximum 
utilization of the human resources of the organization in 
the accomplishment of the objectives of the activity. It is 
in this field of human engineering that the greatest advance- 
ment may be made by any supervisor, civilian or Naval. 

but it must be clearly understood that, in e Naval 
shore activity, the responsibility for the performance of the 
personnel function does not rest entirely with the Industrial 
Relations Department. This is a concept erroneously held by 
so many supervisors, toth Naval officers and civilians. The 
Industrial Relations Department is a staff organization 
whose function is to recommend, interpret, advise, and counsel 
the operating departmente in tie performance of the personnel 
management procedures. The concept involved has been well 
stated in the following passage: 

It has been repeatedly affirmed that, no matter how 
capable the members of the personnel staff may be, no 
matter how excellent the plan on which the activities 
are based, the personnel program cannot be successful 
unless the line organization is ‘doing a good personnel 
job at the workbench.' Therein lies the major clue to 
the proper relationship between the line and staff 


organizations in the matter of personnel policy and 
practice. 





1 
dos to Establish and Maintain a Personnel Depart- 
ment," Research Report Number I (New York: American Manage- 
ment Associat RN, pp. 12-13. 
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Hence it is the individual supervisors and executives, 
civilians and Naval officers, whe will be responsible for 
the success of the personnel program. This must be borne in 
mind by every Naval officer charged with the administration 
of civil service personnel. Personnel management is basically, 
as Appley emphasized, "A management activity aná a manage- 
ment responsibility." 

To conclude then, personnel management procedures in a 
Naval shore activity are concerned with the performance of 
those activities necessary to attain the maximum utilization 
of the human resources, the labor force, in order to accom- 
plish the objectives of tne activity and of the employees. 
In the Naval establishment the accomplishment of these ulti- 
mate objectives will result in an effective fighting fleet for 
the preservation and defense oi the United States. 





unten Op. Sit., pe 3. 








CHAPTER 111 
WHY CIVILIAN PERSONNEL? 
Advantages of Civilian Personnel 


Why does the Navy, a military organization, employ 
large numbers of civilian personnel in its shore activities? 
Cannot the Navy accomplish its military objectives using only 
military personnel? The answer to that question is a 
definite "Nos" 

Civilian employees are a vital component of the Navy's 
total resources of manpower in both wartime anc peacetime, 
Indeed, at the end of World War II, the Navy had about 752,000 
civilian employees.“ They presently range [rom nuclear 
physiciete to elevator operators. The veriety of positions 
they fill is tremendous. They are the technicians at tne 
drafting boards, the key civilian udministrators, the cleri- 
cal workers in Navy offices, and the skilled artisans in Navy 
industrial activities.> They are employed at Naval shore 
activities both in the continental United States end in 





1 
Personnel Administration (Washington: Bureau of Naval 
Personnel, Department of the Navy, 1919), p. Sl. 


2 

63d Annual Report, United States Civil Service 

comission (Vashington: United States Goverment Printing 
1100, {QO} 9 Pe e. 


Personnel &dminietr&tion, op. cit., p. 2l. 


= $ 
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hundreds of stations throughout the world. They represent 
many nationalities, races and creeds. 

Specifically, there are four distinet advantages in 
the employment of civilian personnel in Naval shore 
establishments: 

l. In numerous cases, they possess specialized techni- 
cal and administrative training and knowledge not available 
among military personnel. An example of this would be a 
specialist in achievement test construction employed at the 
Naval Examining Center in Worfolk. 

2. They promote the stability of the Navy's work 
force ashore, and provide a nucleus of trained personnel for 
expansion in an emergency. Most Navy employees are local 
people who are interested in their jobs, in their organiza- 
tions and in their communities. 

3. The more civilians used in non-military jobs, the 
greater is the number of military personnel that cen be re- 
leased for assignments requiring military ski22.4 

lh. They provide continuity of administration in an 
organization of frequently changing military personnel. The 


military come and go; the civilians provide permanency. 


Definition of a Graded Employee 





There are two major groups of civil service employees 


in the Navy--graded and ungraded. The ungraded employees are 





— 8 
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the "blue collar" workers. They are divided into four groups, 
as follows? 

Group I -- Common leborers and other unskilled workers 
(this group is gradually passing from use). 

Group II -- Skilled laborers and helpers in the crafts 
and trades. 

Group III -- Skilled mechanics and craftsmen. 

Group IVa -- Supervisors over Groups I, II, and 111 
(Shop Masters, Foreman, Quartermen, Leadingmen, etc.) 

The pay of nearly ell ungraded omployees is set 
locally and is based on hourly rates. These employees were 
formerly paid by the day, so they are still sometimes referred 
to as "per diem" employees. The ungraded positions are not 
subject to the Classification Aci of 1949 (Public Law 1429, Blst 
Congress). The bulk of these positions are at Naval industri- 
al activities and almost all are in the field service (out- 
side of Washington, D.C.). 

The graded employees are the “white collar" workers, 
composed of persons in clerical, administrative, fiscal, pro- 
fessional, scientific, protective, and custodial positions. 
They include attorneys, clerks, typisis, personnel officers, 
economists, chemists, guards, messengers, charwomen, and 


6 


people in thousands of other positions. These employees 





Spoaition Classification Handbook (Washington: Office 
of Industrial Relations, Departuent ol the Navy, 1950), po. 3. 


Ecarl Scott, U, S. Government Jobs (New York: Arco 
Publishing Company, Ino., 1950), p. 19. 
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occupy Group IVb positions and are subject to the Classifica- 
tion Act of 1949, which requires that they be placed in 
grades established by that setel They are paid on an annual 
salary basis according to rates set by that law. Thus they 
are sometimes called "per annum" employees. 

As stated in Chapter I, this study will concern itself 
with personnel management procedures only as they are used 
in the employment of graded civil service employees. The 
procedures used with ungraded employees, while similer, differ 
in numerous respects, and cannot be included in this 


älsoussion. 





‘position Classification Handbook, Op. cit., p. 3. 








CHAPITER IV 
TüE NAVY'S INDUETRIAL RELATIONS ORGANIZATION 


dno United States Civil Service Comission 











While not a part of the Navy, the United States Civil 
Service Commission must be the starting point of any discus- 
sion of the industrial relations organization cencerned with 
civil service employees. 

The United States Civil Service Commission was estab- 
lished by the Pendleton Act of 1883 as a step toward remov- 
ing the "spoile system" of federal civil service appointments. 
The Commission is ea bipartisan board whose three members are 
appointed by the President with the advice and consent of the 
baksis From an original negative conception of eliminating 
politics in appointments, the Commission has come to play the 
leading role in a positive and broad persoxmel - improvement 
prokrem, 

The Commission is responsible for advising the Presi- 
dent on civil service rules, establishing policy, drefting 


nev laws, end the supervision of its field activities. Thus 





1 

William E. Mosher and J. Donald Kingsley, Public 
Personnel Administration (New York: Herper and Brothers, 
Pu Bners, s pe * 


John H. Ferguson and Dean E. MeHenry, The American 
System ct Government (New York: NeGraw-Hill Book Company, 
Ine, 1957), Pe 1,38. 


- 19 - 
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it represents the President in the administration of Civil 
Service Regulations throughout the entire executive branch 
of the iederal government. fhe administrative work of the 
Commission is performed through divisions, the more impor- 
tant of which are Examining, Investigations, Personnel Classi- 


fication, Retirement, and Training.” 


In sotual practice, 
local Naval activities have no contacts directly with the 
Commission, but with its field activities which are described 
in the next section. However, it is the Commission which 1a 
the originator of personnel procedures used with all civil 


service employees. 


Regional Offices of the United States Civil Service 





Commission 


Geographically the United States and ite territories 
are divided into fourteen olvil service regions, with a 
Regional Office in a centrally located city. These offices 
aná the areas they serve are listed in Table I. 

The Regional Offices represent the Civil Service 
Commission throughout the territory assigned, furnish civil 
service information to the public, publicize and conduct 
examinations, certify eligible candidates, and in general 
servo the personnel needs of the fleld activities of the 


various federal agencies. Thus it is with these Regional 





3, 
Loc, cit. 
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TABLE I 


REGIONAL OFFICES OF THE UNITED STATES CIVIL SERVICE 





COMMISSION” 
REGION __ HEADQUARTERS AREA SERVED 
First Bos ton Maine, New Hampshire, Vermont, Massa- 
chusetts, Rhode Island, and 
connecticut 
Second New York New York and New Jersey 
Third Philadelphia Pennsylvania and Delaware 
Fourth Washington Maryland, Virginia, West Virginia, 
North Caroline, and the District of 
Columbia 
Fifth Atlante South Carolina, Georgia, Florida, 


Alabama, Tennessee, Puerto Rico and 
Virgin Islenás 


Sixth Cincinnati Ohio, Indiana and Kentucky 

Seventh Chicago Wisconsin, Michigan and Illinois 

Eighth St. Peul Minnesota, North Dakota, South Dakota, 
Webraska end Iowa 

Kinth St. Louis Kansas, Missouri, Oklahoma, Arkansas 

Tenth New Orleans puta, Louisiana and Board of 
U.S. Civil Service Examiners, Balboa 


Heights, C.Z. 


Bleventh Seattle Montana, Oregon, Idaho, Washington, 
end Territory of Alaska 

Twelfth San Prenciseo California, Nevada, Arizona, and the 
Territory of Hawaii 

Thirteenth Denver Colorado, New Mexico, Utah, and 
Wyoming 

Fourteenth Dallas Texas 





l'a dapted from a chart in Maxwell Lehman and Morton 
Yarman, Complete Guide to Your pe Sp Job (New York: 
race 


and Company, 19 


Harcourt, 








Offices that local Naval shore activities have their civil 
service contacts, rather than with the Commission in 


Washington. 
The Office of Industrial Relations 


Within the Naval establishment, the Under Secretary 
of the Navy is the official responsible for civil service 
personnel administration. The Office of Industrial Relations 
is the staff organization which acts for the Under Secretary 
in the performance of these duties, and may be likened to a 
centralized Personnel Department in a large, widespread 
industrial organization. 

The Office of Industrial Relations is responsible for 
the developsent of the Navy's civilian personnel program, for 
development of the policies which govern this program, and 
for advising and assisting shore activities in the applica- 
tion of the program. Thus it is concerned with all matters 
relating to the employment, placement, transfer, promotion, 
separation, performance rating, training, and classification 
of civilian employees. It establishea policies on wage 
administration, employee relations, and safety eogunesring.? 


Hence the Office of Industrial Relations is a planning, 





ayy Civilian Personnel Instructions (Washington: 
Office of Industrial Relations, Department of the Navy), 
Instruction 125, p» l. 





o" | 
w 
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coordinative, and policy making activity. In the performance 
of these functiona, it must maintain close liaison with the 
United States Civil Service Commission and other governmental 
agencies concerned with Civil Service personnel management. 
It represents the Department of the Navy in all such outside 
contacts. 

The Office of Industrial Kelationse is organized into 
the following six operating divisions as shown in Figure ae” 

a. Administrative Services Division 

b. Employment Division 

0. Training Division 

d. Wage and Classification Division 

e. Safety Division 

f. Personnel Studies and Statistics Division 


District Civilian Personnel Offices 











In each Naval District there is ea District Civilian 
Personnel Office, headed by the District Civilian Personnel 
Director, who, in peacetime, may be elther a Naval officer or 
a civilian. He is a member of the staff of the District 
Commandant. 

The District Civilian Personnel Office is a liaison 


and advisory activity whose services are available to all 





6 
Ibid. » Pe 2. 
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Naval shore activities in the distriet. The functions of 


tnis office may be summarized &s follows; 


l. 


2. 


3. 


ho. 


S. 


8 


To keep the District Commandant informed on industriel 
relations matters within the district. 

To visit Naval shore activities within the district 

in order to maintain knowledge of conditions affest- 
ing industrial relations, 

To advise Maval shore activities in the development 
and installation of employee services. 

To advise Naval shore activities in the interpretation 
of policies relating to industrial relations. 

To act as the clearing house for employees separated 
by reductions in force who may seek employment at 
other activities. 

On specific written requests, to make formal inspec- 
tions ef the personnel management procedures as they 


exist In specific activities. 


in this staff position, the District Civilian Person- 


nel Director is under the military command and management 


control of the District Commandant but is under the techni- 


eal control of the Office of Industrial Relations.” 





dia, pp. 3, 4 and 12. 
9 ria. , p. à. 
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Industrial Relations Departments at Local Activities 


E sind 








To insure the proper performance of civilian personnel 
funetionsa, the Department of the Navy hes directed that an 
Industrial Felations Department be established within each 
Naval shore activity. Thia department corresponds to the 
Personnel Department found in business organizations, and is, 
like them, a staff organization charged with advising and 
assisting the line organization in the management of the 
human resources of the activity. At the smeller activities, 
with very few civil service employees, this department may 
consist of only one or two pecple. 

The Industrial Relations Department is concerned with 
all aspects of the personnel function, and while orgeniza- 
tions may differ in detail from one activity to another, the 
sound, basic organization recommended by the Office of 
Industrial Relations is shown in Figure 2. In such an organi- 
zation the personnel functions performed by the various 


divisions of the depertment would be as follows; 1? 


Employment Division 


a. Placement, reasaignment, promotion and separation 

b. Retirement 

G. Wages, job analysis and position classification 

d. Processing personnel actions 

e. Personnel records, statistics, reports 

f. Recruitment (if not performed, as la usual, by an 
outside agency) 








10 
Ibid., po. 13. 
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Employee helations Division 


a. Employee grievances 
b. Group dealings 

o. Employee counseling 
d. Performance ratings 
e. Loyalty actions 

f. Disciplinary review 


Training Division 





€. Employee development program 
Safety Division 


a. Safety engineering 
be Safety education 

C. Accident analysis 
d. Injury compensation 
€. Industrial hygiene 


Employee Services Division 





a. Food services 

b. Employes communications 
c. Group hospitalization 
d. Beneficial suggestions 
e. Welfare services 

f. Incentives, awards 


In the performance of these personnel functions by the 
Industrial Felations Department, two reaponsibilities must be 
considered, that of the Industrial Relations Department to 
the operating line departments, and that of the line depart- 
ments to Industrial Relations. The following passage brings 
out these points: 

The &etivities of the personnel department sro directed 
toward making line control of the human element stronger 
and more effective--nct towar usurping that control...» 

In short, the personnel staff recommends, cooperates, and 
counsels, while line management ectually adopte and applies 


the eg | techniques, and procedures in its 
opsraticns.! 


l2nyow to Establish and Maintain & Personnel Depart- 


ment," Research Report Number l}, (Rew Yoru: American Kunage- 
ment Association, IUbh], pe ia. 
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Thus the Industrial Relations Department, as a staff 
department, operates in an advisory capacity to the operating 
departments to assist in the formation and administration of 
personnel policies. But as stated earlier, it is the line 
supervisor, whether officer or civilian who has the ultimate 
responsibility for employee-management relationships. In 
this there is an obligation upon these line officiala to 
recognize the functions of the Industrial Relations Depart- 
ment and to cooperate with it in the closest possible manner. 
Supervisors are responsible for keeping Industrial Relations 
currently informed of all developments with regard to person- 
nel management problemes, aná for consulting with it with 
13 


respect to problems of mutual concern. 


Area Vage and Clessification Offices 





The eleven Area Wage and Classification Offices are 
field activities of the Wage and Classification Division, 
Office of Industrial Relations, and are under its technical 


1k 


are assigned to the staffs of appropriate District Commandants 


and management control. However, for logistic support they 


as shown in Table II. But they are not under the jurisdiction 


of the Commandant, as they report directly to the Office of 





3 av VA Personnel Instructions, op. cit., 
Instruction 125, p. Te 


Ub yids, Instruction 156, p. l. 
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TABLE IT 


GEOGRAPHICAL AREAS UNDER THE COGNIZANCE OF TEE AREA WAGE 


AND CLASSIFICATION orrıcest? 




















Boston, Massachusetts: 
lst Naval District and Newfoundland 


Chicage, illinois: 
9th Naval District, Ohio and Kentucky 


Jacksonville, Florida: 
6th Naval District except North and South 
Carolina; 8th Naval District except New 
Kexico; 10th and 15th Raval Districts 


New York, New York: 
3rd Naval District 


Norfolk, Virginis: 
Virginia south of and including Richmond; 
North and South Carolina 


Philadelphia, Pennsylvania: 
kth Naval District, except Ohio 


Pearl Harbor, T. He: 
lth Naval District; the Marianas Islands 
and other regions of the Pacific--Asiatic 
Area as directed 


Sen Francisco, California; 
12th Naval Distriot 


Long Beach, California: 
dith Naval District and New Mexico 


Seattle, Washington: 
13th and 17th Naval Districts 


Washington, D.C.3: 
District of Columbia, Maryland, West 
Virginia, Virginia north of Richmond, and 
Bermuda, B.W.I. 





^ Adapted from Navy Civilian Personnel Instructions, 


op. cit., Instruction » pe . 
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Industrial Relations. 
The Area Wage and Classification Offices perform two 
main functions for Naval fleld activities: 

l. They establish local wage scales for ungraded civil 
service employees. 

2. They classify or reclassify all graded civil service 
positions. This function is not, end cannot, be done 
by the field activities themselves. 

The first function is not within the coneern of this study. 
The effect of the seconó function on the field activities is 
Giscussed in Chapter V. 


Boards of U.S. Civil Service Examiners 


Under the Civil Service Act the Civil Servico Commis- 
sion has authority to establish boards of examiners composed 
of employees of other federal agencies for the purpose of 
examining applicants for various positions in the federal 


16 Thus, Boards of U.S. Civil Service Examiners have 


service. 
been established at large Naval activities, those with a 
large number of civil service employees, and at isolated 
activities which do not have ready accese to a Regional Civil 
Service Office. They are staffed with military and civilian 


personnel of the Navy, who are nominated by the Commanding 





16 
Some Facts About Boards of U.S. Civil Service Exami- 


ners, Pemphlet 31 (Washington: U.S. Civil Service Commi ssion, 
1909), Pe 
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Officer of the Naval activity and approved by the Civil 
Service Regional Director. 

These Boards are under the direct control of tas Civil 
Service Regional Director with respect to all mattera per- 
taining to the Civil Service Aet, 1T In connection with the 
recruitment, examination, and employment of graded civil 
service employees of the Navy tne duties of tie Boards are: 

1. To decide what knowledge, axillis and aptitudes are 
required of applicants. 

2. To prepare in writing a specific scale of entrance 
requirements to measure qualifications. 

3. To develop methods for examination. 

he. To recruit qualified applicants. 

5. To rate qualifications of applicants and to review 
veteran preferences. 

6. To examine applicants by written and oral testa. 

7. To eatablish registers of persons found eligibie for 
appointment. 

B. To make selective certifications to Naval activities 


from the register of eligibles. Ë 


Thus it may be seen that these Boards perform all the 


functions of employment up to, but not including, the 





Nav AMAS Personnel Insiructions, Ope cit., 
Inatruction tot pS Be ——— a ME e NOM 


Gs Pe 5e 
18. ome Facts About Boards of U.S. Civil Service Ex- 


&niners, op. cit., p. 
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Industrial Relations 
Officer, DCPD, or other 
Employment Officer 


To Civil Service 


Regional Office 















Head 
Employment or Employee 
Relations Division 


Board of U. S. 
Civil Service Examiners 








Board of U. S. 
Civil Service 
Examiners Unit 





family, age, character, 
etc. 

Vouchering 

Veteran preference 
examination of appli- 
cants 

ists of eligibles 
ertification 

uditing selections 
&intenance of applica- 
tion filos 

teporting to C.5.C. and 
Navy Department 











FIGURE 3 
ORGANIZATIONAL RELATIONSHIP OF A BOARD OF U.S. CIVIL SERVICE 
EXAMINERS 10 THE INDUSYRIAL RELATIONS DEPARTMENT, OK OTHER 
EMPLOYMENT OFFICE OF A NAVAL ACTIVITY 
18, 


depted from a Chart in Navy Civilien Personnel 
Instructions, op. cit., Instruction 27, p. T. 
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funetion of final selection. The funetions listed above are 
períormed by an orgéenizationeal unit designated as a “Board 

of U.S. Civil Service Examiners Unit” which is organization- 
ally within tho Employment Division of the Industrial Rela- 
tions Departzent of the Naval activity. This orgsnization- 
el relationship is illustrated 1n Figure 3. 


Navy Civilian Personnel Instructions 


Navy Regulations guide the militery actions of Naval 
officers throughout the many ships and shore stations cox- 
posing the kaval establishment. This publication serves to 
promilgete policy and rules of procedure for the military 
situation. 


In a like manner, Havy Civilian Personnel Instructions, 











issued by the Office of Industrial Relations, provides all 
officers, civilian supervisors, anc employees vith policies 
and rvles of procedure for the personnel management of civil 
service employees, 

This publication has as its basis foderal legislation, 
the Civil Service Act and Rules, executive orders, Civil 
Service Commission issuances, decisions o? the Comptroller 


General, opinions of the Attorney General, and previcus 





20 
Navy Civilian Personnel Instructions, op. cit., 
Instruction 27, p. 
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authoritative documents issued by the Navy Depaytment. 


Navy Civilian Personnel Instructions is promulgated to 


achieve the following objectives: 


l. 


le 


To assure uniformity insofar as possible throughout 
Neval shore activities in the application and inter- 
pretation of rules and regulations relating to Civil 
Service employees. 

To provide, in one book, in simple codified form, over- 
all instructions to be followed in civilian personnel 
matters. 

To assure ilke treatment, rights, and obligations with 
respect to all civilian employees in the Raval 
Establishment.^? 

Each Instruction deals with a single broad subject, 


indexed, and easy to locate. Every supervisor, Naval or 


civilian, should familiarize himself with Naval Civilian 


Personnel Instructions and use it in the Management of 





civilian employees. 


Sumar y 


This somewhat lengthy description oí the industrial 


relations organization of the Navy has been included in this 


study because of its great importance to the Naval officer 





21 18. , Instruetion 27, p. le 


22 nid., Instruotion 27, p. 2. 
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charged with the administration of civilian employees. If he 
is occupying the billet of Industrial Relations Officer, hie 
contacts with most of the organizational units described here 
are daily and of great importance. If he is in a line oper- 
ating department, the eid and assistance which the industrial 
reletions organization can give him will be a big factor in 
his success in personnel management. Thus every Naval 


officer should be familiar with this organization. 








CHAPTER V 
POSITION CLASSIFICATION 
Definitions 


What is a position? As defined by Shartle, "A posi- 
tion is a group of tasks performed by one person. There are 
always as many (or more) positions as there are workers." 
Baruch says much the same when he writes, "A position is a 
group of current duties and responsibilities, assigned or 
delegated by competent authority, requiring the full-time or 
part-time employment of one person." 

The position is most important in the proper perfor- 
mance of many management processes. To cite a few of many 
examples, the position is involved in the following in the 
management of the Navy? 

1. Budgeting-funás for personal services are allotted 
for positions. 


2. Recruitment is made for positions. 








loarroli Le Shartle, Occupational Information (New 
167, Pe il. 


York: Prentice-Hall, Inc., 19 


ù PIsmar Baruch, “Basic Aspects of de M 
tion," Readings in Public TERES EA Administration (Chicago: 
Civil Service Assembly of the United States end Canada, 1942), 


p. 29. 
3position Classification Handbook (Washington: Office 
of Industrial Relations, Department of ihe Navy, 1950), p. 1. 
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3. Promotions are made from position to position. 
lh. Reorganizations are accomplished by changing positions. 
5. Organization analysis involves the study of positions. 
Thus it is apparent that in the personnel management 
of a large number of civil service employees, in many posi- 
tions in widely scattered places in the Naval shore establish- 
ment, management must know with what types of positions 1t is 
dealing. The positions must be identified by some system of 
titles and grades. This process of identifying positions in 
the Navy's civil service is calied “position classification." 
Position classification is paramount to efficient 
personnel management. Classification aims to establish an 
hierarchy of positions in the civil service, with all posi- 
tions of the same level bearing the same degree oi responsi- 
bility, demanding equivalent types of duty, and paying the 


} 


same salary. 
The Position Classification Plan 


Tne present position classification plan for graded 
civil service positions is based on the Classification Act of 
1949. This plan may be visualized as grouping positions hori- 
zontally according to the kind of work aná ranking them 





Frances T. Cahn, Federal Employees in War and Peace 
(Washington: The Brookings Institute, Ye p. 10. 
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vertically according to the relative difficulty and responsi- 
bility of san? 

The kind of work indicates the schedule--elther the 
"General Schedule" (GS) or the "Crafts, Protective, and 
Custodial Schedule" (CPC). The General Schedule includes 
positions which may be described as either professional, 
scientific, clerical, adminiatrative, or fiscal in nature, 
Positions falling in this group include those of attornoy, 
clerk, typist, accountant, edministrator, economist, and 
shoots.” The Crafts, Protective and Custodial Schedule in- 
eludes positions such as building guard, elevator operator, 
and —— The greater bulk of graded civil service 
positions in the Navy are in the General Schedule. 

Within the two schedules, the Classification Act sets 
up a system of grades based on the relative difficulty and 
responsibility of the work. If the óGuties are difficult and 
responsibilities great, the position is allocated to a high 
grade. If the duties are simple and the responsibilities 
light, the position is allocated to a low grade. The General 
Schedule has eighteen grades, GS-1 through GS-16, and the 
Crafts, Protective, and Custodial Schedule has ten grades, 
CPC-l through CPC-10. 


5 a 
Personnel Administration (Washington: bureau of 
Naval Personnel, Department of the Navy, 1919), p. 52. 


b ari Scott, U.S. Government Jobs (Rew York: Arco 
Publishing Company, Ince, » Pe . 


Tposition Classification Handbook, Op» Cite, p. ld. 
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The grades are further divided for administrative pure 
poses into classes. A class ol positions has been defined 
ast 

A group of positions cnoush ailke in duties, responsi- 

bilities, end difficulty of the work that: 

l. The skills, knowlecges, education, and work ox- 

perience tc be required of employees can be the same 

for all positions. 

2. All the positions can be identified by one title. 

3. the same salary ranges ean te applied to all the 

positions with fairness. 

Thus, while every position in grade GS-3 is like every other 
position in grade GS-3 in level of difficulty and responsi- 
bility, different skills and knowledges may be required. 
Hence, in grade GS-3 may be found, for example, typists, shoe 
inspectors, and engineering aides, each representing a 
separate class. 

And finally, groups of classea are divided into series. 
& series is a group of classes of positions which are of 
different grades but all engaged in one kind of work.” Thus 
may be found the chemist series, or the clerical series, to 
cite two examples. 

It may have been noted by the reader that so far in 
this discussion no mention has been made of the employee, but 
only of the position. This emphasizes an important point, 


that it la ths position which is classified and not the person 





8 
Loc e. Cit. 
? tbid. , p. 6. 
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who may be occupying it, as is customary with military person- 
nel. Indeed, many positions, anà almost all new ones, are 
classified when vacant. ‘hus tno personal qualities of any 
person in the position--edusation, age experience, race, 
efficiency, or longevity--are not considered in position 
classification. Instead, the evaluation of positions to de- 
termine the proper classification is based on the following 
factors which make work difficult and responsible regardless 
of tne kind of works” 

i. Variety of work and of knowledge required. 

de Supervisory control from above. 

3. Individual judgment and guide lines. 

4. Originality of tninking. 

5. Authority to make commitments. 

6. Person-to-person reiationsnips. 

Te Nature of the control of work of others. 

Every grade carries with it a salary scale set by 
Congress in the Classification Act. of 1949. These salaries 
are on an annuai pasis, and may be caanged only by Congress. 
If a person's work is satisfactory, he may receive an auto- 
matic salary increase each year in grades GS-10 and below, 
and in ali CPC grades, and every eighteen monihs in grades 


GS-11 through os-17.9 





10 
Personnel Administration, Op. Cit., p.e 53. 





I. cott, Op. cit., pe el. 
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A table listing the grades and armual salary ranges, with 
periodic increase, is shown on page 43. From this it may be 
seen, for example, that a person occupying a grade GS-5 
position would receive an entrance salary of $3100 per year 
with an annual periodic increase of $125 until reaching a 
maximum salary of $3650. 

fo summarize the classification plan, positions are 
classified first into one of two schedules, General Schedule 
or Crafts, Protective, and Custodial Schedule. Each schedule 
is divided into grades based on the relative difficulty and 
responsibility of the work, General Schedule into 18 grades, 
and Crafts, Protective, and Custodial Schedule into 10 
grades. The wrades are divided into classes, which represent 
the same level of difficulty, but different skills and 
knowledges. The series is a group of classes of different 
grades engaged in the same kind of work. The pay of a 
position is based on its grade. The position ls classified, 
not the person who may be occupying it. Thus a Clerk, GS-3 
would be in the General Schedule, grade 3, the clerk class, 


and the clerical serios. 


Position Classification Procedures 


Classifying positions is a part of the work of setting 
up a new orgenization, or of reorganizing an already existing 


one. Therefore, there is a need for position classification 








43 


TABLE III 


12 
GRADES AND ANNUAL SALARY RANGES, GRADED CIVIL SERVICE 








DONN 


Grade Entrance Salary Periodic Increase Maximum Salary 


68 1 $ 2200 $ 80 $ 2680 
2 21,50 80 2930 
2650 80 3130 
A 2675 60 3350 
5 3100 125 3850 
6 3450 125 
I 3825 125 1575 
00 125 4950 
9 1,600 125 5350 
10 5000 125 5750 
11 5h00 200 61,00 
12 61,00 200 71400 
13 7600 200 8600 
1, 8800 200 9800 
15 10000 250 11000 
16 11200 200 12000 
17 12200 200 13000 
18 14000 - 14000 
CPC 1 1510 60 1870 
2 2120 10 2540 
3 2252 80 2732 
l 50 80 2930 
5 2674 80 3154 
6 2900 80 3380 
7 3125 100 125 
3400 125 50 
9 775 125 4525 
10 50 125 4900 








12  dapted from a Chart in Worki for the U.*.A., 
Pemphlet h, (Washington: United states Civil Service 
Commission, 1949), p. 18. 
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on the following occasions: 

1. When there is work to be performed which will re- 
quire the establishment of a new position. 

2. When it is determined that the duties and responsi- 
bilities of an existing position have changed substantially 
since it was last classifiea.?3 

However, in establishing new positions, responsible 
Naval administrators must be certain of two things: 

l. That the new position is within the numerical 
ecelling on gradec civil service positions established by that 
bureau of the Department of the Navy having management con- 
trol of the activity. 

2. That sufficient funds are cr will be allotted to 
pay the selary of the person who will occupy the new position. 

Once the need for position classification is deter- 
mined because of either of the reasons given above, there are 
definite well-established steps to be followed by management 
in the Naval activity concerned. These basic steps in the 
position classification process may be summarised as 
follows: ++ 


l. The first step is organization planning, in the 


case of a new position, or organization analysis, if an 





13 position Classification Hendbook, Op. Cit., Po iS. 


ee . cit. 











45 


existing position has changed. This does not necessarily 
mean an extensive study of the entire unit but it does mean 
a study of the particular position involved, and its rela- 
tionship to other positions. 

2. The second step is the preparation of the position 
description. A position description is an official written 
statement of the current duties and responsibilities of a 
position.) It is normally typed on plain paper and attached 
to a cover sheet (Standard Form 75). This cover sheet con- 
tains personnel accounting and payrell data and is used for 
purposes of identification and certification. An example of 
& position description cover sheet is shown in Figure kh. The 
position description should be written by the person most 
familiar with the position. If the organization planning and 
analysis described above has been done properly, writing the 
position description is a simple matter. 

3. The third step is the reviewing of the position 
description for clarity, completeness, and accuracy. This is 
done by responsible civilian and Naval supervisors in the 
line department concerned. The position description is now 
sent to the local Industrial Relations Department. 

bh. The fourth step is performed in the Industrial 


Relations Department. Here the position description is 





na Civilian Personnel Instructions (Washington: 
Office of Industrial Relations, Departuent of the Navy), 
Instruction 156, p. 2. 
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Standard Form No. 75 1. Check one: 2, Official headquarters: 4, Agency position No. 


February 1946 Dept! L] Field 8 
Columbu h 385 
3. Reason for submission: 6. O. 8. O. certification No. 


UNITED STATES CIVIL SERVICE COMMISSION (a) if this position replaces anotber (I1. n change of duties 


an existing position), identify suc sition by title, 


PO SIT] 0 N DESCR | PT 0 N allocation (service, series, grade), and position number SS A 


(b) Other (specify) 7. Date received from C. S. C. 
8. CLASSIFICATION ACTION 
Ni ros Y 
CLASS 
ALLOCATION BY CLASS TITLE OF POSITION > ——|  INITIALS 


Service Series Grade 


DATE 


. Civil Service Commission 


— — — —— — — —— — — — — — — 


Clerk-Typist GS | 922 


b. Department, agency, or 
establishment 





. Bureau 


e 


Q 


. Field office 





rm re eee fe —— — —— — — 
—— o) — | — — — — 


a by initiat- 
g office Clerk-Typist CS | 522 2 | JBC (1925/50 
9. Organizational titla of position (if any) | 10. Name of employee (Jf vacancy, &pecify V-1, 2, 8, or 4) 


Frocurement Clerk 
11. Department, agency, or establishment c. Third subdivision 


Navy Department ___ ¡Control Division |. |. | | | | | o — 
a. First subdivision d. Fourth subdivision 


U. S. Naval Air Station, Columbus 9, Ohio RACE 


b. Second subdivision a. Fifth subdivision 














Ve PP ` 
LP TNT S a! 


Supply Department — — —- 


(This section vill usually be typed on plain paper and the sheets sre then 
attached to this cover sheet. This information 1s the basis on which the 
position classifier in the Area Wage Classification Office will determine 
the grade of the position.) 


If more space is required, use the other slde and additional pages size 8x 10⁄2 16—47709-3 U. $. GOVERNMENT PRINTING OFFICE 
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numbered, records prepared, and it is given the activity's 
official approval. The position description is now ready to 
be forwarded to the appropriate Area Wage and Classification 
Office (or to the proper departmental classifer in the case 
of positions in the departmental service). 

5. In the fifth step, the Area Wage and Classifica- 
tion Office having cognizance (see Table II, page 30) will 
analyze, evaluate, and classify the position. It is not with- 
in the scope of this study to discuss this procedure in detail; 
suffice it to say that the Navy uses a point method in evalu- 
ating positions. Usually, except with routine positions, the 
classification office will investigate the job on the spot. 

6. After the position description with the approved 
classification is returned to the Naval shore activity by the 
Area Wage and Clessification Office, step six may be per- 
formed. This consists of placing the classification into 
effect. The classification process normally enda here ex- 
cept in the case of an appeal. 

An appeal of a classification may be made, either by 
the employee occupying the position concerned, or by the 
activity concerned. The appeal is made to the Area Wage and 
Classification Office and may go for ultimate decision to 
the Office of Industrial Relations, ^" 





Naval Civilian Personnel Instructions, op. Vito, 


Instruction 156, p« 15. 
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Responsibilities of the Naval Officer 








What are the responsibilities of the Naval officer in 
a management position in a line operating department in the 
process of position classification? It must be remembered 
that this section is noi discussing the responsibilities of 
the two staff activities concerned, the Industrial Relations 
Department and the Area Wage and Classification Office. 

The major management responsibllities of the Naval 
officer in connection with position classification may be 
summarized as follows; +? 

1. To insure that the first line supervisors, whether 
Waval or civilian, perform the following duties; 

a. The initiation of classification action when 

necessary. 

b. The presentation of an adequate and accurate 
summary of relevant facts when positions under 
their control are to be classified. 

€. Serving as the connecting channel tetween manage- 
ment and workers in the classification of 
positions. 

2. To evaluate the internal consistency and alignment 

of position classifications in relation to comparability of 


work and the organizational relationships among positions. 





7 
Position Classification Handbook, op. Cite, p» ly. 
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That is, to determine whether the grades assigned to the vari- 
ous positions seem reasonable. 

3. To put classifications into effect after positions 
have been classified. 

lh. To cooperate in the development of classification 
standards, if requested. 

5. To create and design the positions to be classi- 
fied. This, of course, is the basis of the organising or re- 
organizing process. 

In carrying out his responsibilities in connection with 
position classification, the Naval officer will encounter 
many problems. The following tips may help to avoid some of 
the pitfalls: 

1. Position classification is an essential part of 
management. Every officer should plan to devote the needed 
time and effort to 1t which is necessary to good personnel 
management. 

2. Officers should know enough about position classi- 
fication to be able to understand and discuss basic issues and 
to distinguish classification problema from those pertaining 
to the incumbent of ihe position. 

3. A promotion should never be promised to an employee, 
or an appointment to an applicant before there 1s & classi- 
fied position to which he can be promoted or appointed. 

lh. Unjustified grade requests should never be supported 
just to "keep the employee happy." 
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5. All work subject to the Classification Act must be 
performed by employees in positions which are properly 
classified. 10 

6. Position descriptions must tell what, why and how. 
They must avoid vague terms, be concise, and logically 
describe the position. They should not be used as a means of 
getting a salary increase. 

7. There are a number of causes of delay in position 
classification most of which are based on poor planning or 


ignorance. These are &voidable. 


Summary 


Position classification in the federal civil service 
insures equal pay for equal work and responsibility. It is 
a basic process whose influence is felt in all aspects of the 
personnel management of graded civil service employees in the 
Navy. It may well be called the first step in personnel 


management. 


1 
Ibid. , pe hT. 








CHAPTER VI 


KECRUITMENT AND EMPLOYMENT 


Introduction 


Public recruitment has been defined by one author on 
the subject as: 

«that process through which suitable candidates 

are induced to compete for appointments to the public 
service. Xt is thus one aspect of the broader process 
of selection, which includes the procedures of examina- 
tion and certification as well. 

The selection of an employee at a Naval shore activity 
becomes necessary when an old employee withdraws (resigns, is 
dismissed, retires, ete.), when the work forse is expanded, 
thus creating new positions, or when a new activity is estab- 
lished, also creating now positions.“ In any of these events, 
there is an official vacancy in a properly classified position. 
This is fundamental--no vacancy, no opportunity to hire. 

These vacancies may be filled from three sources; 

1. by the promotion of an old employee, 2. by the transfer 


of an employee from another Naval activity or another govern- 


ment agency, or 3. by the appointment of a person not now 





lz, Donald Kingsley, "Recruitment--The Quest for 
Competence," Readings in Public Personnel Administration 
(Chicago: Civil Service Assembly of the United states and 
Canada, 19h2), p. 63. 


Lewis Meriam, Public Personnel Problems (Washington: 
The Bookings Institution, 1938), De . 


=i = 
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employed by the government. The first two may be considered 
to be internal sources, while the last is an external source 
of labor supply. For many reasons, promotion from within is 
generally the better way to fill vacant positions. This 
subject will be ülseussed in Chapter VIII. However, there 
are numerous occasions when qualified persons are not 
available among the present work force or the position is an 
— one, and candidates must be sought írom the outside. 
The personnel management procedures involved in this process 
are —— — in this chapter. | 

These procedures may be divided into four definite 
steps, each of which is a subject of one of the following 
paragraphs. These steps are: 

l. Recruitment 

2. Selection and appointment 

3. Induction of the new employee 


lh. Follow-up 
Recruitment 


Tne first step in filling a vacant position by the 
Naval shore activity is taken by the Industrial Relations 
Department when it submits a Kequest for Certification to the 
appropriate recruiting agency. It is important to note that 
the Naval activity itself does not perform the function of re- 
cruitment. This is performed by the following 


organizations: 
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l. The United States Civil Service Commission for 
positions in the departmental servico (Washington, D.C.) 

2. The appropriate Regional Office of the Civil 
Service Commission (see Table I, page 21) for field activi- 
ties, unless a board of U. 5, Civil Service Examiners has been 
established at the Naval activity. 

> 3. Boards of U. 8. Civil Service Examiners at those 
— where they have been established to perform the 
recruiting function for the Regional Office of the Civil 
Service —— y, As stated in Chapter IV, these boards 
have been set up at most major shore activities and at Naval 
District Headquarters, 

The three types of recruiting activities listed above 
perform the following functions which constitute the re- 
eruitment process: 

l. Recruit workers 

2. Determine eligibility 

3. Construct tests aná prepare announcements for 

examinations 

ho. Investigate experience and training of applicants 

5. Examine applicants for ability to perform the 

duties of the speciíic job for which they are 
being considered. 





Civilian Personne) Instructions (Washington: 
Office a soe ndustrial Relations, Department of tie Navy), 
Instruction 10, p. ll. 





54 


6. Establish lists of eligibles 
Te Certify eligibles to Naval activities for 
appointruent A. 
8. Audit selections made from certificates- 
For the more routine positions, such as typist, clerk, 
ete., for which there are frequent requests, the recruiting 
activity will usually have performed the first six func tions 


— —— ot, 


prior to receipt of a Request for Certification. For more 


ien ee cens 
— — — nme 


complex or unusual positions, the entlre reoruitment process 
may have to be performed after receipt of a Request for 
Certification. In any case, performance of the first six 
recruitment ateps listed above will result in the establish- 
ment of a "Register of Fligibles” (usually referred to as the 
register). This lists the qualified applicants in the order 
of their qualifieations as determined by the recruitment 


process (tests, evaluation of experience, education, etc.). 


— 





ás a result of the Request for Certification from a 
Naval activity, the recruiting agency, the Commission, a 
Regional Office, or a Hoard of U.S. Civil Service Examiners, 
will certify a list of eligibles from the appropriate 
register to the requesting activity. 
> This completes the first step of recruitment and leads 


to the second, selection and appointment, which is performed 


——— 
Par! 
Ibid,, Instruction 27, Pp. l. 








55 
entirely within the Neval shore activity. 
Selection and Appointment 


Y After raceiving the Certificate of Eligibles, the 
—— Division of the Industrial Relations Department 
will send an "Inquiry of Availability" to those whose names 
appear on the certifleate to ascertain which ones actually 
are interested in the position open. After hearing from 


those interested, the three top respondents will be requested 


^ 


to come to the activity for an interview.” Thun 


Tt should be pointed out here that the addition of a 
person's name to the payroll deserves more serious thought 
then is often given the action, This is a crucial stage in 
popore management, the stago at which a wise decision, 
either for or against hiring, can provide an employee who is 
definitely an asset or bar one who is potentially a 
11ability.? As will be seen, both the Industrial Relations 
Department and the supervisors, both civilian and Naval, in 
the operating departments share in this responsibility. 

The Employment Division will usually give the three 
applicants a preliminary interview to see if they possess 

4 

rinaustrial Relations,” Monthly Newsletter (Weshing- 


ton: The Bureau of Supplies and Accounts, Lepartment of the 
Nevy, November, 1950)» p» 22. 


 rrances S. Drake and Charles A. Drake, A Human Re- 
lations Casebook for Executives sos su auran Wai York: 
MeGraw-Hiili book Company, “Inc., 19147), Po e» 
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the technical requirements necessary for the position and to 
see that the recruiting agency has not technically erred in 
the recruitment process. The three applicants are then 
referred to the executive head of the operating department 
which had requested 4 employee. It is at this point that. 


the supervisors play an important rolə in selection. 


TE en A 


civil service regulations permit the supervisor to 
choose any one of the three applicants for appointment to the 
vacant position. It need not be the top one. Hach of these 
applicants is interviewed by supervisors of the operating 


department before the selection is ‚made. Throughout the 


interview the supervisor should bear in mind his two para- 
mount responsibilities in selecting new employees: first, to 
Haile a person who is qualified to do the work, and, second, 

to employ the applicant who, by virtue of hia temperament and 
— seems most likely to f1t into the existing 


— — — —*“* 


— The applicant should be interviewed by the 


— “ 


Lmmediste : supervisor for whom he is to work, and by any others 
in the chain of command to the department head, and by the 
department head. Three interviewers are not too many if the 
position is important, If the position isn't important, it 


should not existi 


a= 





Turrea M. Cooper, Supervision of Governmental Em- 
loyees (New York: a. Book Company, inc., 1953), 


pe . 
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Bach interviewer should remember the three-fold purpose 
of the interview: to give information to the applicant; te 
secure information from him; and to establish a friendly re- 
lationship with htm. 9/ An interview then, is & two-way propo- 
sition. It should result in a determination of whether the 
applicant is qualified, and whether he will f1t into the 
— 

This is admittedly a difficult task. If the inter- 
viewers are to choose employees who can do the work, and who 
will be happy in doing it, their decisions must rest on 
pertinent evidence. If they are swayed by personal preju- 
dices or if they depend on hunches, they may be guilty of 
injustices to applicants and to the —* 

70 assist the interviewer, the applicant will normally 
bring with him fom the recruiting uu hís "Application 
for Federal Employment," This is the application blank used 
in government employment, and is shown in Figure 5. While it 
gives the interviewer a great deal of information, 1t should 
m Sane as a starting point in a good interview. The 
blank tells when &nd what to questions on the applicants 
work history, his vital statistios, his education, military 


service, etc., but the intervlewer in his questions should 
— — 





6 
Ordway Tead and Henry C. Metcalf, Personnel Adminis- 
tration (New York: Medraw-H111 Book Company, inc., 19 b 


De erc) 


( "Drake and Drake, Ope eit., ps Te 
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STANDARD FORM 57—NOV. 1947 
U. S. CIVIL SERVICE COMMISSION 


INSTRUCTIONS: In order to prevent delay in consideration of your appli- 
cation, answer every question on this form clearly and completely. Type- 
write or print in INK. In applying for a specific United States Civil Service 
examination, read the examination announcement carefully and follow all 
directions. If you are applying for a WRITTEN examination, follow the 


1. NAME OF EXAMINATION OR KIND OF POSITION APPLIED FOR 










2. OPTIONS) (if mantionad in examination announcamanıt) 


























APPLICATION FOR FEDERAL EMPLOYMENT 


instructions on the admission card regarding disposition of this application, 
If you are applying for an UNWRITTEN examination, mail this application 
to the office named in the announcement. Be sure to mail to the same office 
any other forms required by the announcement. Notify the office with which 
you file this application of any change in your address. 


DO NOT WRITE IN THIS BLOCK 
For Use of Civi! Service Commission Only 





















O O er MATERIAL ENTERED REGISTER: 
ity and State . DATE OF THIS APPLICATION 
z | 3. PLACE OF EMPLOYMENT APPLIED FOR (Cit d State) {| 4.0 SUBMITTEO 
E i [] NON-APPOR. RETURNED 
«t NOTATIONS: APP. REVIEW: 
OQ] 5. MR. First name) (Middle) (Maiden, if any) 
E MRS. 
a. 
c. MISS 
6. (A) STREET AND NUMBER OR R. D. NUMBER 
APPROVED: 
(B) CITY OR POST OFFICE (including postal zona) ANO STATE OPTION GRADE SAN ee 39 
L- | 7. LEGAL OR VOTING RESIDENCE (State) | 8. (A) OFFICE PHONE | (B) HOME PHONE  — 1... mann ann [_] POINTS |-....... 
- (TENT.) 
Lil 
i 10 
7 DATE OF BIRTH th, day, A a A ™ POINTS [== 
© 9. DATE O (mon ay, year) O MARRIED WIFE 
5 
2 [C] sinere — A a (176% 1 M 
PE —— - - WIDOW 
z | 1). PLACE OF BIRTH (city and State; if born outside U. S., name city and country) 
0 or — —— ou-—  -— cc 1 a4 INNEN MM MN [ ] pisar.. |-— 3 
BEING 
12. C) MALE 13. (A) HEIGHT WITHOUT SHOES: (B WEIGHT: Gilli. LI de O INVES. |... 
TIGATED 
Ll remate | FEET ____._- INCHES — POUNOS 
14. (A) HAVE YOU EVER BEEN EMPLOYED BY THE FEQERAL GOVERNMENT? [] YES [] NO 
(B) IF SO, GIVE LAST GRADE AND DATE OF LAST CHANGE IN GRADE EP 


15. (A) WHAT (S THE LOWEST ENTRANCE SALARY YOU WILL ACCEPT? $...... LL cl. 
PER YEAR. 
You will not be considered for any position with a lower entrance 
salary. 


(B) CHECK IF YOU WILL ACCEPT SHORT-TERM APPOINTMENT IF OFFERED, FOR: 


D 1 TO 3 MONTHS 3 TO 6 MONTHS L] 6 TO 12 MONTHS 


NOTE. Acceptance or refusal of a temporary short-term appointment 
will not affect your opportunity to obtain a probational appointment. 


` 


(C) IF YOU ARE WILLING TO TRAVEL, SPECIFY: 


OCCASIONALLY FREQUENTLY [.] CONSTANTLY 

16. EXPERIENCE: It is ımportant for you to furnish all information requested 
below in sufficient detail to enable the Civil Service Commission and the 
appointing officers of agencies to give you full credit in determining your 
qualifications. Use a separate block for each position, Start with your 
present position and work back, explaining clearly the principal tasks whicb 
you performed in each position, accounting for all periods of unemployment. 
Experience gained more than 15 years ago which is not pertinent to the work 
for which you ere applying may he summarized in one or more of the blocks. 
If your duties changed mate:ially while working for the same employer, use 
a separate block to describe each position, You may include any pertinent 


——— — ——  — o 














(0) CHECK IF YOU WILL ACCEPT APPOINTMENT, IF OFFERED: 
L] IN WASHINGTON, D. C. ` L] ANYWHERE IN THE UNITED STATES 


| OUTSIDE THE UNITED STATES 


(E) IF YOU WILL ACCEPT APPOINTMENT IN CERTAIN LOCATIONS ONLY, GIVE ACCEPTABLE 
LOCATIONS: 


religious, civic, welfare, or organizational activity which you have performed, 
either with or without compensation, showing the number of hours per. week 
and weeks per year in which you were engaged in such activity. Military 
experience should be described in the spaces below in its proper sequence. 


(a) If you were ever employed in any position under a name different from 
that shown in Item 5 of this application, give under “Description of your 
work” for each position, the name used. 


(b) If you have never been employed or are now unemployed, indicate 
that fact in the space provided below for “Present Position.” 


(D PRESENT POSITION 


OATES OF EMPLOYMENT (month, year) 


FROM: TO PRESENT TIME 
PLACE OF EMPLOYMENT (city and State) 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Faderal, 


name department, bureau or establishment, and division) 


NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU 


DESCRIPTION OF YOUR WORK 


EXACT TITLE OF YOUR PRESENT POSITION 


CLASSIFICATION GRADE (af | SALARY OR EARNINGS: 
in Federal Service) STARTING, $ PER 


PRESENT, $ PER 
NAME AND TITLE OF IMMEDIATE SUPERVISOR 


KIND OF BUSINESS OR ORGANIZATION (a. g., wholesale silk, insurance agency, 


manufactura of locks, eto.) 


REASON FOR DESIRING TO CHANGE EMPLOYMENT 


85 


ean oem ee ew ewe eee Goo ù — —— — — —— —— — — — —— — — — — — — — —— SS m d e ECTS OTST UD e m um e P n HP SK SF à e à ee GA (oC UP GS die GU dum — — — — — —— Gum SB SE SS Se Se EE SOS SOS SOK SF CF OS SSeS 8 S228 S28 SC 2848S CHSC SHV A E FF SH GCG a2 EB FT OBE Ewe ses CUP FF 8S 8S "VE "D Ue o we 


ee a i D rm m MPa Mh qm m m m Rp m m m om c D Or Re m m hm pm pom m mom mom Pm S P Me P P Mehr m m 8 00 OS mmm mo TA Tm pom m mpm 
$ mm me m — — - -— -— om UM Au cm ue e a DA A GUB GA» m pd EP a UR A mo Mm mm mm — Ka UE B UP du UM um Cw Uu o ue o — nh d GUB dup UP (Re CUP cp c que CEO Sa SEF SOF GUB "FF GUB SOF Kase Se SF FFF fF S888 SB SF UR FSF UD SF FF BO SF FF SO FT FF SO UP SB GU. GP UD UR CUR Ge Gum ce UH Gu GE GER UP UP Ee UD UD ED UA. SF SF SC SF UA y TY > Y y a DO D Re UD m 4e m A m e 


gan m nn mn m m mn m m u m m m nn nn en 
-—À — 


} z.assszsmmeramsksussssmssmmmusummmanausssaäuNsusnsssztaWasannnnnssznnscamasssznnnnaternnuaumnmsnnnnsnsnsensaemmmmussnmumnunnuunmannnnannnnnnnunanneunnnrencreannnnmnen Eee En ne 4m 
m am m m m aa = = = 


1 e "o 4m Gm Gm Gm Gu» "HP Gm m m» 9 4 4D 4 an - A - D oum "D POM GP UU Gm m a» Uc oW GU Gm» Gu Gm Ga» e e cA UP GR S GP AAA AA GU Go cm. mom m m — m um m um m m um m CE um A m Ms m Ao mom m PHP m m MA Am m SE BT ST eee Tee eee 
sa asaumrzmmzmztsunzmzzszsssamksnmmmüczerteenescsenun dene een nn nm mn -a m = = = = - 


(CONTINUED ON NEXT PAGE) 


16. CONTINUED 


DATES OF EMPLOYMENT (month, year) EXACT TITLE OF YOUR POSITION CLASSIFICATION GRADE SALARY OR EARNINGS: 
(if in Federal service)| STARTING $ PER 
FROM: TO: FINAL $ PER 
PLACE OF EMPLOYMENT (city and State) NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Federal, | KIND OF BUSINESS OR ORGANIZATION (e. d., wholesale silk, insurance agency, 


name department, bureau or establishmant, and division) manufacture of locks, etc.) 
NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU REASON FOR LEAVING 


O Ann AA 
DESCRIPTION OF YOUR WORK 
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DATES OF EMPLOYMENT (month, year) EXACT TITLE OF YOUR POSITION CLASSIFICATION GRADE SALARY OR EARNINGS: 
(f in Federal service) STARTING $ PER 
FROM: TO: FINAL $ PER 
PLACE OF EMPLOYMENT (city and State) NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Federal, KIND OF BUSINESS OR ORGANIZATION (e. g., wholasale silk, insurance agency, 


name department, bureau or establishment, and division) manufacture of locks, etc.) 
NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU REASON FOR LEAVING 





DESCRIPTION OF YOUR WORK 
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e 
DATES OF EMPLOYMENT (month, year) EXACT TITLE OF YOUR POSITION CLASSIFICATION GRADE SALARY OR EARNINGS: 
(fin Federalservice)| STARTING $ PER 
FROM: TO: FINAL 5 PER 
PLACE OF EMPLOYMENT (city and State) NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Federal. KIND OF BUSINESS OR ORGANIZATION (e. g., wholesale silk, insurance agency, 


name department, bureau or establishment, and division) manufacture of locks, etc. 
NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU REASON FOR LEAVING 


DESCRIPTION OF YOUR WORK 
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6 SH0DI4 


INENAO TIRE '"DYWSCDIOI HOS NOILVOI'ddY 


DATES OF EMPLOYMENT (month, year) EXACT TITLE OF YOUR POSITION CLASSIFICATION GRADE SALARY OR EARNINGS: 
(if in Federal service) | STARTING $ PER 


FROM: TO: FINAL $ PER 
PLACE OF EMPLOYMENT (city and State) NAME AND TITLE OF IMMEDIATE SUPERVISOR 


— —— — — — — — o ññ —ñ —ñ — —ñ— — — — — — — — — PEPPER EE UE EE E E — 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Federal, KIND OF BUSINESS OR ORGANIZATION (e. g., wholesale silk, insurance agenoy 
name department, bursau or establishment, and division) manufacture of locks, etc.) 5 


NUMBER ANO KIND OF EMPLOYEES SUPERVISED BY YOU REASON FOR LEAVING 


DESCRIPTION OF YOUR WORK 
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If more space is required, use a continuation sheet (Standard Form No. 58) or a sheet of paper the same size as this page. Write on each sheet your name, 
| address, date of birth, and examination title. Attach to inside of this application. 


17. MILITARY TRAINING: In the space below, describe any training received in of training received, such as hours per week. Detailed information regard- 
| the Armed Services (not already listed under Item 16) that would assist iag any special service achools you attended is especially important. (Extra 
| appointing officers in placing you most effectively. Indicate actual amount pages may be used to give full descriptions.) 











DATES LOCATION DESCRIPTION OF TRAINING 
FROM TO 
f 
INE MU a nn aaa. 
18. EDUCATION. (Circla highest grade completed): (A) GIVE NAME AND LOCATION OF LAST HIGH SCHOOL ATTENDED 


1 2 3 4 5 6 7 8 9 10 11 12 
MARK (X) THE APPROPRIATE BOX TO INDICATE SATISFACTORY COMPLETION OF: | (B) SUBJECTS STUDIED IN HIGH SCHOOL WHICH APPLY TO POSITION DESIRED 
= ELEMENTARY SCHOOL C] JUNIOR HIGH SCHOOL [ | SENIOR HIGH SCHOOL 














- — MAJOR DATES ATTENDED YEARS COMPLETED DEGREES CONFERRED SEMESTER 

| v į (C) NAME AND LOCATION OF COLLEGE OR UNIVERSITY ANO AA | a M 

SPECIALTY FROM TO DAY NIGHT TITLE DATE CREDIT 

(0) LIST YOUR CHIEF UNDERGRADUATE COLLEGE SUBJECTS ae LIST YOUR CHIEF GRADUATE COLLEGE SUBJECTS a 
o 
(E) OTHER TRAINING, SUCH AS VOCATIONAL, BUSINESS, STUDY COURSES GIVEN — — OATES ATTENDED YEARS COMPLETED 

THROUGH THE ARMED FORCES INSTITUTE (show mame and location SUBJE en 
of schoo!) OR“ IN-SERVICE TRAINING’ IN PUBLIC OR PRIVATE EMPLOYMENT |_ — ROM TO DAY NIGHT 


B UA eh Ko db dp UD d) CD UD UM UD. UD UD GM. QU. CUR GUB eae AC UP mo m mm m es ws ees = Fe Fee ee eee ea eet mn A De 4G @eee «= "ob o4) db db ib Up dr db db UP d do ch e Ze nn eg da cm "p UM UR db db eum m 
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19. INDICATE YOUR KNOWLEDGE OF READING SPEAKING | UNDERST'NG | 22. ARE YOU NOW OR HAVE YOU EVER BEEN A LICENSED OR CERTIFIED MEMBER OF ANY TRADE OR PRO. 


E | AA _ FESSION h lot, trician, radi , 
FOREIGN LANGUAGES ENS boumc un | Dc ISOBO FAR ESS (such as pilot, electrician, radio operator, teacher, lawyer, CPA, eto.) 


(Áo | | | MM 





nn 1» -- > - A O O A O A aans O YES L] NO GIVE KIND OF LICENSE AND STATE: 
A A 6 FIRST LICENSE OR CERTIFICATE (YEAR): 


20. IF YOU HAVE TRAVELED OR RESIDED IN ANY FOREIGN COUNTRIES, INDICATE 
8 NAMES TR. DATES AND LENGTH OF TIME SPENT TNERE, AND LATESTLLIGENSE:OR CERTIEIGATE (YEAR): 
| 3) REASON OR PURPOSE (ə. 4., military service, business, aduca- | 23. GIVE ANY SPECIAL QUALIFICATIONS NOT COVERED ELSEWHERE IN YOUR APPLICATION SUCH AS: 
tion, recreation) A YOUR MORE IMPORTANT PUBLICATIONS (do not submit copies unless requested) 
| B) YOUR PATENTS OR INVENTIONS 
f e PUBLIC SPEAKING AND PUBLIC RELATIONS EXPERIENCE 
| D) MEMBERSHIP IN PROFESSIONAL OR SCIENTIFIC SOCIETIES, ETC. 


HON ND FELLOWSHIPS 
21. LIST ANY SPECIAL SKILLS YOU POSSESS AND MACHINES AND EQUIPMENT YOU M. Enns AND'E — 
| CAN USE. SUCH AS OPERATION OF SHORT-WAVE RADIO, MULTILITH, COMPTOM- 
ETER. KEY-PUNCH, TURRET LATHE, SCIENTIFIC OR PROFESSIONAL DEVICES 
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24, REFERENCES: List three persons living in the United States or Territories of the United States who are NOT related to you and who have definite knowledge of 
your qualifications and fitness for the position for which you are applying. Do not repeat names of supervisors listed under Item 16 (EXPERIENCE). 


PRESENT BUSINESS OR HOME ADDRESS 


FULL NAME 





(Give complete current address, including street and number) 


BUSINESS OR OCCUPATION 
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INDICATE "YES" OR "NO" ANSWER BY PLACING "X" IN PROPER COLUMN 


25. MAY INQUIRY BE MADE OF YOUR PRESENT EMPLOYER REGARDING YOUR 
A E 0 ETC.1222..-.-.....-..-----2-.--mRE---- 


26. ARE YOU A CITIZEN OF OR DO YOU OWE ALLEGIANCE TO THE UNITED 
EM E error o 


27. ARE YOU NOW, OR HAVE YOU EVER BEEN, A MEMBER OF THE COMMUNIST 
PARTY. U. S. A., OR ANY COMMUNIST ORGANIZATION?.....----------------------- 


28. ARE YOU NOW. OR HAVE YOU EVER BEEN, A MEMBER OF A FASCIST ORGAN- 
E a — 
29. ARE YOU NOW, OR HAVE YOU EVER BEEN, A MEMBER OF ANY ORGANIZATION, 
ASSOCIATION, MOVEMENT, GROUP, OR COMBINATION OF PERSONS WHICH AD- 
VOCATES THE OVERTHROW OF OUR CONSTITUTIONAL FORM OF GOVERNMENT, 
OR OF AN ORGANIZATION, ASSOCIATION, MOVEMENT, GROUP, OR COMBINATION 
OF PERSONS WHICH HAS ADOPTED A POLICY OF ADVOCATING OR APPROVING 
THE COMMISSION OF ACTS OF FORCE OR VIOLENCE TO DENY OTHER PERSONS 
THEIR RIGHTS UNDER THE CONSTITUTION OF THE UNITED STATES OR OF SEEK- 
ING TO ALTER THE FORM OF GOVERNMENT OF THE UNITED STATES BY UNCON- 
STITUTIONAL MEANS? 


If your answer to question 27, 28, or 29 above is ''yes,"' state 
in Item 39 the names of allsuch organizations, associations, 
movements, groups, or combination of persons and dates of 
membership. Give complete details of your activities 
therein and make any explanation you desire regarding 
your membership or activities therein. —— 


e a — — — — — —— —— mo m am a —— om um ena — 


30. SINCE YOUR 16TH BIRTHDAY, HAVE YOU EVER BEEN ARRESTED, INDICTED. 
OR SUMMONED INTO COURT AS A DEFENDANT IN A CRIMINAL PROCEEDING, 
OR CONVICTED, FINED. OR IMPRISONED OR PLACED ON PROBATION, OR HAVE 
YOU EVER BEEN ORDERED TO DEPOSIT BAIL OR COLLATERAL FOR THE VIOLA- 
TION OF ANY LAW, POLICE REGULATION OR ORDINANCE (EXCLUDING MINOR 
TRAFFIC VIOLATIONS FOR WHICH A FINE OR FORFEITURE OF $25 OR LESS WAS 
HEELS 0 7 22 CO CO TTCUTTITEL CC ITO - 

If your answer 1s ‘‘Yes,’’ list all such cases under Item 39 
below. Give in each case (1) the date; (2) the nature of the 
offense or violation; (3) the name and location of the court; 
(4) the penalty imposed, if any, or other disposition of the 
case. If appointed, your fingerprints will be taken. 


31. HAVE YOU EVER BEEN DISCHARGED, OR FORCED TO RESIGN, FOR MISCON- 
DUCT OR UNSATISFACTORY SERVICE FROM ANY POSITION?1...............-.... 
If your answer is ''Yos," give in Item 39 the name and 

address of employer, dato, and reason in each case. 


32. HAVE YOU EVER BEEN BARRED BY THE U. S. CIVIL SERVICE COMMISSION 
FROM TAKING EXAMINATIONS OR ACCEPTING CIVIL SERVICE APPOINTMENTS... 

If your answer is ''Yes," give dates of and reasons for 
such debarment in Item 39. 


33. HAVE YOU ANY PHYSICAL HANDICAP, DISEASE, OR OTHER DISABILITY 
WHICH SHOULD BE CONSIDERED IN ASSIGNING YOU TO WORK?.............. 

If your answer is ''Yes," give complete details in Item 39 so 
thet consideration can be given to your physical fitness for 
the job. 


34. DO YOU RECEIVE AN ANNUITY FROM THE UNITED STATES OR DISTRICT 

OF COLUMBIA GOVERNMENT UNDER ANY RETIREMENT ACT OR ANY PENSION 

OR OTHER COMPENSAT:iON FOR MILITARY OR NAVAL SERVICE?..............- 
If your answer is “Yes,” give complete details in Item 39. 


————— : 


YES 


NO 








36. DOES THE UNITED STATES GOVERNMENT EMPLOY IN A CIVILIAN CAPACITY 


INDICATE “YES” OR “NO” ANSWER BY PLACING "X" IN PROPER COLUMN 


35. ARE YOU AN OFFICIAL OR EMPLOYEE OF ANY STATE, TERRITORY, COUNTY. 
OR- MUNICIPALITY? zaa a E 
If your answer ts ‘‘Yes,’’ give details in Item 39. 


ANY RELATIVE OF YOURS (BY BLOOD OR MARRIAGE) WITH WHOM YOU LIVE 
OR HAVE LIVED WITHIN THE PAST 24 MONTHS? ---------22--------------22- --- - - 
If your answer is '' Yes," show in Item 39 for EACH such 
relative (1) full name; (2) present address; (3) relationship; 
(4) Department or Agency by which employed, and (5) kind 

of appointment. 


SPECIAL INSTRUCTIONS FOR CLAIMING VETERAN PREFERENCE 


A. If you are claiming preference es a PEACETIME VETERAN who has 
been awarded e campaign badge or service ribbon, or as a DISABLED VET- 
ERAN, or as the WIFE OF A DISABLED VETERAN, or as the WIDOW OF 
A WAR OR CAMPAIGN VETERAN, attach Veteran Preference Claim, 
CSC Form 14, together with proof specified therein. 

B. If you ere a WAR-TIME VETERAN not cleiming disability preference, 
you should NOT submit your discherge with this application. Preference will 
be tentatively credited to you end if appointed, you will be required to submit 
to the appointing officer prior to entry on duty, official evidence of separa- 


tion from active service in the armed forces of the United Stetes in time of war. 


YES ; NO 


— — — 


37. (A) WERE YOU EVER IN THE UNITED STATES MILITARY OR NAVAL SERVICE 
DURING TIME-OF MART 2. a nn nwo O 
(B) IS THE WORD "HONORABLE" OR THE WORD "SATISFACTORY" USED 
IN YOUR DISCHARGE OR SEPARATION PAPERS TO SHOW THE TYPE OF YOUR | 
DISCHABGE.OR SEPARATION: aani aa a OS 


(C) WAS SERVICE PERFORMED ON AN ACTIVE FULL-TIME BASIS, WITH FULL 
MILITARY PAY AND ALLOWANCES? _..------ ---- - ------ ------- - ee eee 


(D) | DATE OF ENTRY OR ENTRIES INTO SERVICE | DATE OF SEPARATION OR SEPARATIONS 


— — 


BRANCH OF SERVICE (Army, Navy, 


SERIAL NO. (if none, give grade or 
Marine Corps, Coast Guard, etc.) 


rating at time of separation). 





YES 


NO 
38. (A) IF YOU SERVED IN THE UNITED STATES MILITARY OR NAVAL SERVICE 
DURING PEACETIME ONLY, DID YOU PARTICIPATE IN A CAMPAIGN OR EXPEDI- 
TION AND RECEIVE A CAMPAIGN BADGE OR SERVICE RIBBON? .................- 
(B) ARE. YOU A DISABLED VETERANI T ....... A 
If so, and you have not listed your disability in answer to 
Item 33, explain in Item 39 below. 


(C) ARE YOU A VETERAN'S WIDOW WHO HAS NOT REMARRIED?............ 


(D) ARE YOU THE WIFE OF A VETERAN WHO HAS A SERVICE-CONNECTED 
DISABILITY WHICH DISQUALIFIES HIM FOR CIVIL SERVICE APPOINTMENT?1....... 


THIS SPACE FOR USE OF APPOINTING OFFICER ONLY 


The information contained in the answers to Question 37 above hes been veri- 


fied by comparison with the discharge certificate on 


— — — — — — — — — — — — — — — — — ls ws ce es ec ec ee ee ee ee MU ee 


Agency: 


39. SPACE FOR DETAILED ANSWERS TO OTHER QUESTIONS (indicate stem numbers to which answers apply). 


ITEM NO 





ITEM NO. 
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Ls Aa O quo" — — a — 
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If more spece is required, use paper the same size as this pege. Write on each sheet your name, address, dete of birth, and examinetion title. Attach to inside 


of this application. 


Before signing this application check back over it to make sure that you have answered ALL questions correctly. 
I CERTIFY that the statements made by me in this application are true, complete, and correct to the best of my knowledge 


andi rp or. ana are age Aa POUL 2 * 
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ask why and how. fhe interview should be conducted, if at 
all possible, in a quiet, comfortable place. In the case of 
some positions, like typist, a short —— test may be 
given to get a work sample. 

After the interviews are complete, a decision is mado 
by the supervisor or supervisors concerned as to which appli- 


— — 


cant of the three to select, aná the Industrial Relations 
Department is notified. It is important to note that it is 
not the Industrial Reletions Department but 1t is the line 
supervisor who has the right of ultimate decision in the 
selection of employees. Along with this right goes the 
responsibility of selecting good employees. 

Te Insee wis Ralaliene Dawarteuab Uu stats sae 
selected applicant an offer of appointment which is called a 
a A 
"Notification of Personnel Action" advising him of his 
appointment end telling him when to report for work. An ex- 
ample of such an offer is shown in Figure 6. 

There are three main types of appointments which may 
be made to civil service positions in graded civil service. 
They may be summarized as follows: 

l. Probational appointment.--A person is offered a 
probational ippeintemmt es a result of the employment and 
selection process described earlier in this chapter. This is 
the usual procedure of appointing employees. The first year 


Veen Ten 


of service under a probational appointment is a probationary 


— 


period, during which the fitness of the employee will be 


ON 





STANDARD FORM SO C6 PARTS} 


OCTOBER 1949 
PROMULGATED BY > NAVY DEPARTMENT 
CHAPTER R~t, FEGERAL PERSONNEL MANUAL 
Us Se CIVIL SERVICE COMMISSION 


NOTIFICATION OF PERSONNEL ACTION 


le NAME CMR.—MISS—MRS.— ONE GIVEN NAME, INITIALCS3,ANO SURNAMEJ 2. DATE OF BIRTH 3. JOURNAL DR ACTION ND.| 4. DATE 
Miss Jane A. Doe 2/18/19 4.0 C P 
This is to notify you of the following action affecting your employment subject to provisions on reverse, par. 
S. NATURE BF ACTION CUSE STANDARO TERMINOLOGY 6. EFFECTIVE DATE 7. CIVIL SERVICE GR OTHER LEGAL AUTHORITY 


6th U.S.Civil Service Region 
Cincinnati, Ohio. Cert. No. 1083 
L E 





Probational Appointment 11/1/50 ita. C 
FROM TO 
B. POSITION TITLE Cle rk-Typist 
— "ROSE ^| GS-2, $2450 p.a. 


10. ORGANIZATIONAL Supply Dept., Control Division, 
27:05 ons Receipt Control and Procurement 





section 
ieee QUARTERS U.S. Naval Air Station 
Columbus 9, Ohio 
| | FiELO T | DEPARTMENTAL Ti FELD | 1 DEPARTMENTAL 
| | | | 12. FIELD DR DEPT'L | X | | | 
13. VETERAN'5 PREFERENCE 14. POSITION CLASSIFICATION ACTION 
DISAB.JDTNER 
x x 
15. | 16. | 17. APPRDPRIATID i 18. SUBJECT TO E. S. | 19. DATE OF APPDINT= | 20. LEGAL RESIDENCE 
SEX | RACE] *” ‘ RETIREMENT ACT MENT AFFIDAVITS Ej CLAIMED L] PROVED 
FROM: y EYES—NOJ CACCESSIONS ONLY) 
STATE: 
F ro: A & F, Navy, 1951 Yes 11/1/50 Ohio 


21. REMARKS: THIS AETION IS SUBJECT TO ALL APPLICABLE LAWS, RULES, AND REGULATIONS AND MAY BE SUBJECT TO INVESTIGATION AND APPROVAL BY 
THE UNITED STATES CIVIL SERVICE COMMISSION. THE ACTIGN MAY BE CORRECTED GR CANCELLED IF NOTIN ACCORDANCE WITH ALL REQUIREMENTS. 





| 


Paragraphs printed below are applicable to this action only if so designated on the reverse side hereof. 


A. 


B. 





This appointment is subject to a probation- 
ary period of one year. 


New appointees must have executed Stand- 
ard Form No. 61 and entered on duty before 
any payment of salary can be made. 


You do not, by this action, acquire a com- 
petitive status, or, except as previously 
granted, become eligible for any other posi- 
tion or duties. 


Reassignment at your present rate of pay is 
not considered justifiable, as it would not 
be conducive to the best morale of the office 
to which you are being assigned. 


= «$ 


This reassignment is issued with the under- 
standing that you will be relieved of all 
Group IVb duties, and will be assigned duties 
strictly within the scope of the Group to 
which you are being assigned. 


You will report for duty in the Department 
and Section/Shop shown in Item 10 (on re- 
verse side hereof) on the date shown in Item 
6 (on reverse side hereof). 


You were afforded an opportunity to submit 
a statement in your own behalf. However, 
your statement is not considered a satisfac- 
tory explanation for the charge preferred. 


You were afforded an opportunity to submit 
a statement in your own behalf but failed to 


u-— 


E 


I. 


K. You will report for duty at the e: earlies 


avail yourself of this opportunity. 


You are advised of your right to submit, with- 
in 6 months from date of removal, à sworn 
statement to the appropriate Regional Office 
of the Civil Service Commission setting forth 
fully and in detail the facts surrounding your 
removal. The Commission may within its 
discretion make investigation to determine 
your eligibility for reinstatement insofar as 
Suitability and fitness are concerned. 


J. No objection is interposed to your employ- 


ment elsewhere in the government service. 


t prac- 
- ticable "date and your commanding st prac: — 
will advise the Department of the date there- 
of for the completion of the record. 





Your record at the Navy Department will be 
closed and your name taken up on rolls of 
activity in the same manner as persons taken 
on through the Board of U.S. Civil Service 
Examiners. Your rate of pay will be governed 
by the schedule of wages for the activity. 


If you are reemployed prior to the expiration 
of the period for which lump-sum leave pay- 
ment was made, you will be required to refund 
the amount received for the balance of the 
period involved, including the tax withheld 
at the time of payment. 
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determined. The employee may be discharged with a minimum of 
red tape during this period. Upon satisfactory completion of 
the probationery period, the employee becomes a permanent 
employee and ean be removed from the Federal service only in 
epi tamos with applicable rules and regulations.” 

2. Temporary appointment.--hen there are no eligibles 
on a register for any position in which a vacancy exists, and 
the public interest requires that the vacancy be filled be- 
fore eligibles can be certified, a temporary appointment may 
be issued until a register of eligibles is established and 
selection be made in the usual vay, ^l 

3. Indefinite appointment.--At the present time 
(May 1951), and since ] Lecember 1950, ine Civil Service 
Commission has directed that all appointments be made indefi- 
nite. This is in order to give governmental agencies flexi- 
bility in employment procedures /during the present emergency. 
It 1s anticipated that the Commission will return to the sys- 
tem of probational appointment as soon as possible. An om- 
ployee holding a temporary appointment may be discharged at 
any time should the labor requirements of the activity 
decrease. Temporary appointments, however, are made through 
the usual employment processes of selection from a register 
of eligibles. The only difference is in the type of appoint- 
ment offered. 

10 


Ibid., pe 9. 
i 


ly avy Civilian Personnel Instructions, op. cit., F) 
Instruction 10, p. T. r 
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Induction of the New Employee 


The next step in the employment procedure is that of 
indue ting the new employee into his new surroundings and se 
the job. There is a growing recognition that the nave tos 
process is worth handling carefully. t? Some means of induc- 
tion, — or informal, is carried on at all Naval shore 
d $1eitise for new civil service employees. Yhile certain 
aspects are performed by the Industrial Relations Department, 
the departmental supervisora have a definite part to play. 

Why is a good induetion program important? The 
following reasons cited by Calhoon]? provide an answer to 
this question: 


l. First impressions, whether favorable or unfavor- 
able, take a long time io erase. The conditioning pro- 
cess recelves such a great impetus in the first few 
weeke of employment that an organization should do its 
utmost to make the new employee feel at home and to give 
kim the emotionel satisfaction of liking and belonging. 

2. It is an educational opportunity which is soon 
lost. The employee 1s receptive und since everything is 
so new he can absorb a great deal of properly presented 
material. 

3. Here is the opportunity for preventive medicine. 
Discipline problems arise through ignorance end mis- 
understanding, Competent explanation starts the new em- 
ployee of f with a correct uncerstanding of policies. 


The alms of a good induction program are to make the 
new employee feel a part of tha organization and to facili- 


tate his becoming a productive employee as soon as possible. 


I2yicnael J. Jucius, Personnel Vanegorent (Chicagos 
Richard D. Irwin, Inc., 1947), po 


l3nicnará P. C&alhoon, Problems in Personnel Adminis- 
sun nion (New York: Harper and brothers, Putiisnere, i 3 


Pe 
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While the induction program will differ from one Naval 


activity to another, most programs will provide for the 


following: 


l. 
2. 


3. 


6. 
1» 


8. 


9. 


10. 


11. 


12. 


Identification cards and gate passes. 

A physical examination. 

A complete and understandable explanation of the 
duties of the position. 

A discussion of the local organization structure 
and its relationship to other unite of the Naval 
establishment. 

A discussion of pertinent Civil Service rules and 
policies. 

A discussion of pertinent local rules and policies. 
An explanation of the salary system and the vari- 
ous payroll deduction plans--bonds, hospitaliza- 
tion, savings, etc. 

A discussion of promotion policy. 

A "Cook's tour” of the activity. 

Introduction to appropriate supervisors and 
employees. 

An offer of aid in solving such personal problems 
as housing and transportation. 

A definite attempt to promote the employee's 
feeling of personal participation in the activity's 
efforts. 








ól 


As may be seen from the program outlined above, much 
of it may be performed by the Industrial Relations Department 
as e matter of routine. On the other hand, much of it mst be 
Gone on the operating department level. Hence, it is the 
responsibility of department heads and departmental super- 
visors to see that a definite, well-planned induction program 
fer new employees is carried out. It may well mean the 
difference between & dissatisfied employee or & well-motivated 
one, 


amm 


Follow-Up 


The final step in the employment process is follow-up 
to see 1f the induction program was effective and if the new 
— is becoming properly adjusted to his new poni vitm 
and surroundings. 

This follow-up may consist of formal or informal 
interviews by representatives of the Industrial Relations 
Department, either on the job or in the Personnel Office. 
This follow-up must also consist of observation and evalua- 
tion of the employee by his line supervisors and department 
head. 

As a matter of routine, probationary employees should 
be given such occupational guidance as is warranted, and if 
they fail to demonstrate suitability for career employment, 
they should be fully appraised and separated before the 
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The attitude with which all this follow-up should be 


expiration of their probationary period. 


done should reflect a spirit of friendly, personel interest. 
This cannot be done if it la not conselously sought through- 
out the organization. The department head alone cannot es- 
tablish it, nor the Industrial Relations Department, nor the 
fellow-employees. The process of becoming an effective, 
happy, productive employee requires the sincere and thought- 


ful cooperation of all in management and ail the — Pg 


Summary 


The process of recruitment and employment, with its 
four steps of recruitment, selection and appointment, induc- 
tion, and follow-up, 1s probably the most important of the 
personnel management procedures for which the line super- 
visor or executive is responsible. It is here that the 
future of the work force is determined. It is true that 
training and other means of development can do much to improve 
the work force. But training will not succeed unless selection 
has been good in the beginning. All supervisors must remem- 


ber that in selecting a new employes they are not just 


sé 
AU SR Newsletter (Washinstons Office of Industrial 
Relations, Department of the Navy, April, 1950), p. 3. 


Snead and Metcalf, op. Cit., pe 78. 
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filling vacancies, but should select employees who have both 
the technical requirements to perform the duties of the 
position and also the personnel characteristica to fit into 


that particular group of employees. 








CHAPTER VII 
PERFORWANCE RATINGS 
Definition and Value 


Performance rating is the name given to the service 
rating or merit rating used in federal civil service. A 
merit rating plan has been defined as “a systematic evalua- 
tion of the worth of an individual to the organization, 
usually made by a supervisor or someone in a position to ob- 
serve his performance," By providing a periodic record as 
to employee performance, a merit rating plan should objectify 
the application of personnel policies with respect to pro- 
motions, salary inereases, leaves of absence, separations, 
and other personnel m: 

The values which may be contributed by a periormance 
reting plan are numerous, and they are oi benefit to the om- 
pioyee (ratee), to the supervisor (rater), and to management, 
These values may be summarised es follows: 

l. If the performance rating program has been properly 


presented to the ratees, it can help to increase morale and 





1 
Roger M. Bellows, Psychology of Personnel in Business 
and Industry (Now York: Prentice-Hall, ince, 1949), pe Os. 


2 lbert H. Aronson, "Service Rating Plans," Readings 
in Public Personnel Administration (Chicago: Civil Service 


Assembly of the United Status und Canada, 1942), p. 109. 
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confidence in the fairnesa of Naval management.» 

2. Performance ratinge assist employees by providing 
them with information as to how well they are individually 
meeting the performance requirements of their jobs aná by 
indicating wherein there is room for improvement. 

3. Performance ratings assist the Naval command 
(management) in determining proper action in cases of salary 
increases, in determination of training needs, promotions, 
re-assignments, and actions under reduction in force 
populations. + 

lh. When grievances arise over promotions, salary in- 
creases, and the like, the availability of a series of pər- 
formance ratings which have been discussed with the employee 
provides management with information that will help to satis- 
fy the aggrieved employees. 

5. A performance rating plan will improve supervision. 
Supervisors and executives who must periodically rate their 
subordinates, will tend to be more observant of these 
employees, and hence tend to become better day-to-day 


5 


supervisors. 





3 
Bellows, op. cit., p. 236. 
l'tenagenent An Advanced Course for Naval Reserve 


Supply He cers (Bayonne, Nede: The Navy Supply Corps 
School, 4 Pe e. 


Michael J. Jucius, Personnel Management (Chicago: 
Richard D. Irwin, INC., 1947), pe 127. 
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6. A performance rating gives supervisors a record of 
progress or difficulties, which they should discuss with each 
employee, commending good wrk, pointing out deficiencies, 
and suggeating possibilities for — 

Te Finally, insofar as the performance rating system 
operates es an incentive, it is contributing to the ends of 
the whole personnel program. ! 

In order that all eoncerned--smployses, supervisors, 
top management--may make the most of those values to be 
derived from the performance rating plan, 1t 1s most impor- 
tant that supervisors and executives responsible for the 
preparation of ratinga and the administration of the plan 


perform their duties efficiently and conscientiously. 


Performance Rating Procedures 





The form used in preparing performance ratings of 
graded civil service employees at Naval shore activities is 
shown in Figure 7. This system of rating became effective on 
29 December 1950, superseding the "Efficiency Rating Pian" 
used prior to that date. 

Official performance ratings of graded civil service 
employees must be prepared at least annually. Each activity 





raul Pigors and Charles A. Myers, Personnel Adminis- 
tration (New York: McGraw-Hill Book Company, Inc., 19 , 


p. 171. 


T 51liam E., Mosher and J. Donald Kingsley, Public 


Personnel Administration (New York: Harper and Bro ra, 
Pu ers; 1511), Pe h81. 








RAOT DETIVA HONVAÑO A dd 


2 TMQOTIA 


— — — u ME — 


PERFORMANCE RATING 


NAVEXOS-3238 (12-50) 





TYPE OF POSITION KINO OF RATING 


GRADED GRADED NON- UNGRADED UNGRADED NON- [x L] 
SUPERVISORY SUPERVISORY SUPERVISORY SUPERVISORY OFFICIAL UNOFFICIAL 


NAME RATING PERIOO 














CHECK NO. UNIT, SECTION OR SHOP 
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6043 uMppiy Dept .-< on r 
NAME OF ACTIVITY LOCATION OF ACTIVITY 
* S DU 
EXPLANATION 
Mark characteristic work performance in each factor. In marking supervisors, also consider effectiveness 
as a supervisor in getting work done. 
DEFINITIONS 


OUTSTANDING - All aspects of performance not only exceeded normal requirements but were outstanding and, 
in addition, deserved special commendation. 


SATISFACTORY - Acceptable performance that met or exceeded minimum requirements. 
UNSATISFACTORY - Performance that clearly failed to meet minimum requirements. 
FACTORS 


Use 0, S, and U to denote Outstanding, Satisfactory and Unsatisfactory performance respectively. Each 
"O" or "U" rating must be supported by supervisor's signed statement attached hereto showing specifically 
and in detail wherein employee's performance was outstanding or unsatisfactory. 


QUALITY OF WORK __({ § ) 
QUANTITY OF WORK — (8) 


ADAPTABILITY — U Ww 


ADJECTIVE PERFORMANCE RATING 


"O" marks in all three factors, fully supported in writing > OUTSTANDING — ( 
"S". or "$" and "0" marks SATISFACTORY __ ( $ 
One or more "U" marks, fully supported in writing ss ____ UNSATISFACTORY __ ( 


DEVIATIONS MAY BE MADE BUT MUST BE JUSTIFIED IN WRITING 


ee ar 


NN PA a Sh il heii — — — — — — — — — — — — — — — — — — — — — — — —— —— ——— 


NOTICE TO EMPLOYEE 
BY THIS COPY OF YOUR PERFORMANCE RATING FOR THE PERIOD INDICATED YOU ARE NOTIFIED WHAT YOUR ADJECTIVE RATING IS AND HOW IT IS 
DEFINED. IF THIS IS AN OFFICIAL RATING YOU HAVE A RIGHT TO APPEAL IT WITHIN 30 DAYS AFTER RECEIPT OF THIS NOTICE. CONSULT 
YOUR SUPERVISOR OR YOUR PERSONNEL OFFICER AS TO YOUR APPEAL RIGHTS. 


a — — —— nn | Er pr a nun, 
Sh i nn AAA 
51-28316 


l 
* 


) 


) 
) 
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may select rating dates that best weet its requirements. For 
example, all employees rey be rated at the same time, or they 
may be rated on the anriversery of their ungen" 
Although the officiel rating is oniy required annually, it is 
a goc policy to give the employee a formal rating every six 
months. 

Tre performance rating is prepared initially by the 
immediate supervisor who assigns end is responsible for the 
work of the employee being rated. This supervisor may be 
either a civilian or a Naval officer, depending on the organi- 
sation structure. This rater's rerponsibilities throughout 
the rating period have been designated by the Nevy Department 
to A 

l. Irforming employees fully of the performance re- 
quirements they are expected to meet. 

2. Diseussing performance with employees on a con- 
tinving basis. 

3. Rendering reasonable assistance when needed to 
improve employee performance and to etrengthen supervisor- 
employee relationships. 

Lh. Evaluating employees performance fairly and 
accurately in performance ratings in relation to performance 


requirements. 





Sv evy Civilian Personnel Instructions (Washington: 


Office of Industriel Relations, Department of the Navy), 
Instruction 130, pe dys 


?tv1à. 3 De 2: 
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5. Informing employees of their performance ratings. 

6. Taking or recommending appropriate action when an 
employee's sustained performance is outstanding in all 
factors or unsatisfactory in any factor. 

The initial review of the performance rating is made 
by the higher supervisor who normally controls and is responsi- 
ble for the work of the rater. Again, this supervisor may be 
either a civilian or a Naval officer. The reviewer is 
responsible for supervising the rater, and in his review, in- 
suring that employee performance has been evaluated as 
fairly anc accurately as possible," 

After the initiei review, the performance rating is 
then submitted to a Performance Rating Board at the local 
Naval activity. This board la composed of three or more 
menbera (both civilians end Naval officers) and is usually 
advised and assisted by the Industrial Relations Officer. 
The Performance Rating board performs the following Kati” 

il. Reviewing performance rating to assure that the 
requirements and policies of the Performance Rating Plan are 
being carried out properly. 

2. Approving performance ratings. 

3. Changing performance ratings when in the interest 


of good administration. 











13 


ho Conducting appeal hearings when appeals areo made. 

As may be seen from the performance rating form in 
Figure 7, each civil service employes is rated on three 
factors, quality of work, quantity of work, and adaptability. 
Each of these factors must be rated on characteristic per- 
formance of the employee, not isolated instances of 
performance, 

The rater uses the symbols, O, 8, and U, denoting out- 
standing, satisfactory, and unsatisfactory performance 
respectively, in marking the three factors referred to above, 
These objective rating ieveis may be defined as seem ^ 

Outstanding -- ail aspects oi performance nov only 
exceed normal requirements but are outstanding and deserve 
special commendation. Such a rating mist be supported by the 
supervisor's signed statement, 

Satisfactory -- performance ranging from exeellent to 
Just above unsatlafactory. This is the level at which most 
employees will be rated. 

Unsatisfactory -- performance thait clearly faila te 
meet minimum requirements. Such a rating must be supported 
by the supervisor's eigned statamant, 

These individual factor marks are converted to an 
overall adjective performance rating of outstanding, satis- 


factory, or vnsatisfactory, with the use of the conversion 





co^ nn 


12 18. » pe h. 
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table shown on the rating form. As soon as possible after 
the initial rating is prepared, the preparing supervisor must 
discuss it with the employee. the rating is then given the 
initial review by the higher supervisor and becomes official 
after final review and approval by the Performance Rating 
Board. A copy ia then furnished the individual employee. 

Civil service employees entering on duty at the Naval 
shore activity (by eppolntment, transfer, etc.) are civen 
tentative ratings of Satisfactory for the first ninety-day 
period of work. At the end of this time, the employee is 
given a performance rating based on work actually performed. +? 
Thus this is a part of the follow-up procedure described in 
the preceding chapter. 

The Performance Rating Plan provides that no employee 
shall be given an unsatisfactory rating without a ninety- 
day prior warning end a reasonable opportunity to demonstrate 
satisfactory performance. This warning must notify the em- 
ployee, specifically, in Getail, wherein his performance is 
unsatisfactory and how he may urn. He should be given 
any supervisory assistance necessary. 

Employees receiving unsatisfactory or satisfactory 
performance ratings which they consider in error may appeal 


these ratings. An unsatisfactory rating may be appealed, 





13 
Ibiá., p. 5. 


mim pe 3. 
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first, to the Performance Rating Board of the activity, and, 
if the employee is dissatisfied with this decision, the rating 
may be appealed to a statutory Board of Review, A satis- 
factory rating may be appealed either to the Performance 
Rating Board or to a Board of Review, but not to both, 
Statutory Boards of Review are established by Regional offices 
of the Civil Service Commission. They consist of three 
members, & chairman, who is an employee of the Commission, an 
employee member, elected by the employees of the Naval 
activity, end a manegement member from the Naval activity. 
Such an appeal system insures that the employee will receive 


an impartial, carefully considered performance rating. 


Rating Errors and Means of Improvement 


Admittedly, it is very difficult for a supervisor to 
prepare a performance rating which is valid and reliable. 
The following are examples of errors made by supervisors in 
making a formal rating of their subordinates: 

l. Permitting personal likes and disilkes to influ- 
ence ratings. 

2. Over-rating employees with the thought of fore- 
stalling criticism. 

3. Basing ratings on a few recent or isolated inci- 


dences rather than on & sustained, characteristic 





15 bi. » Pe 6. 
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PR d 

ho. Feiling to recogniza the difference between ability 
and performance. 

5. Over-rating older employees and under-rating 
younger employees. 

6. Over-rating employees treined by the supervisor 
himeelf. 

7. Feeling that reting is a nuisance, rather than an 
important management atys 

8. The halo effect which ts forming a general opinion 
of a subordinate end allowing this to influence ratings on 
specific traits. 

9. The generosity error, which is tending to give the 
subordinate the benefit of the coubt, rather than following 
a process of careful evaluation. 

How may raters attempt to correct these errors, and 
give a greater validity to their ratings? The following 
means have been suggested: 

l. Every supervisor should thoroughly understand the 


procedures of the performance rating gaat 





cani Cushman and Robert W. Cusiman, Improvi 
Supervision (New York: John Wiley and Sons, Inc», In 
pe . 
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Mosher and Kingsley, op. cit., p. 482. 
18, oe J. Cronbach, Essentials of Psycholorícal Test- 
ing (New York: Harper and Brothers, Publishers, 15197, p. 397. 


19 usmai and Cushman, op. cit., p. 226. 
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2. The raters should be thoroughly instructed in the 
purposes of the plan, and the values to be derived from it. 

3. Raters must observe the ratees in terms of the 
factors in which they are rated. 

l. Raters should allow enough time aná find a rela- 
tively quiet place to do the rating. 

S. Raters will find it helpful to rate all employees 
one factor at a time, rather than completing one employee at 
a time. 

6. Raters should not allow recent events or isolated 
impressions which are not typical of the employees! perfor- 
mance to unduly influence the ratings” 

7. All judgments must be based on observations of 
conerete action. Mere guessing should be UA > 

8. Tne supervisor must at all tímes remember the im- 
portence of the rating to himself, to the employee, aná to 
the Navy. 


Summary 


The Performance Rating Plan has a most important place 


in the management of Naval shore activities, It is the basis 





20 
Jucius, op. Cit., pe h2. 
“walter D. Scott, Robert C. Clothier, and William R. 


Spriegel, ersonnel Management (New York: Moüraw-Hill Book 
Company, Inc», 1949), p. BUS. 
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for a number of personnel actions. For this reason it is 
important to the civil service employee, to the supervisor, 
and to top management. 

At best, any rating plan is bound to have faults. . In 
order to make a rating plan work, the constant effort of all 
supervisory personnel is necessary, not only at rating time, 
but during the entire rating period. It is then that the 
Values to be derived from the Performance Rating Plan may be 


realized. 





CHAPTER VIII 


PROMOTIONS AND DEMOTIONS 


Introduction 





The two types of labor sources, external and internal, 
were mentioneá ín Chapter VI. That chapter discussed the 
external source, recrultment from outside the organization. 
This chapter is devoted to a discussion of the internal 
. source of labor, promotion from within. It also includes a 
discussion of demotions, or changes to a lower graded 
position. A promotion in civilian incustry has been cefined 
as "an advancing of workers to new positions requiring 
greater ability, involving greater responsibiiities, and 
commanding hígher ways? This same definition of a promotion 
may be applied to such action in the graded civil service. 

The objectives of any personnel action are twofold; 
first, to enable the organization to become more efficient 
in the accomplishment of its service objectives or mission, 
and, second, to enable the employees to accomplish their 
personal objectives. From this viewpoint, then, what are the 


advantages of promotion ss contrasted with outside 





loráway Toad and Henry C. Metcalf, Personnel Adminis- 
— (New York: McGraw-Hill Book Company, inc., 1933), 
pe a 
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recrultrnent? These advantages may be summarized as follows: 

l. The use of promotions raises the morale of em- 
ployees because they are thereby given evidence that they are 
preferred over outsiders when good vacancies occur. 

2. Management is in a mich better position to evalu- 
ate the abilitles of present employees than it can outside 
—— 

3. Promotions ere essential in furnishing an effee- 
tive incentive to initiative, enterprise, and anbition. 

lh. Promotions are necessary as a means of conserving 
proved skills, training, and ability. 

5. A promotion plan is a great aid in attracting 
suitable and competent workers to Naval civil service.” 

6. A good promotion plan will encourage the able and 
ambitious employees to come to the front and teke advantage 
of the training and educational program. 

Te A promotion policy will reduce labor turnovers by 
enabling workers to step up in the organization rather than 
step out when they feel they have reached the limits of their 
4 


As with every policy, there are disadvantages as well 


particular position. 





Michael Jo Juclus, Personnel Management (Chicago; 
Richard D. Irwin, Inc., 19147), p. 127. 


Igordon S. Watkins and Paul A. Dodd, The Nanagement 


of Labor Relations (New York: MeGraw-H1ll Book Company, inc., 
153575 pem 
lead and Metcalf, Ope cit., De 208. 
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ss advactages. The Gisadvantages of a policy of promotion 
from within have been cited es follows: 

l. The denger of "inbreeding." Promotions fail to 
bring "new blooc" into the organisation except on the lower 
levels. 

2. The policy oí promotions breaks down ín periods 
when large numbers of vacancies occur or are rented.” 

3. A blind adherence to promotion may lead to the up- 
grading of unqualified employees, or to political favoritism 
within the organisation. 

Despite theae disadvantages, the many personnel acvan- 
tagea to tha organisation which may be derived from a plan 
for promotion from within, Lave mace it recognized as a 


basic policy in good personnul menagoment. 


Naval Civil Service Promotion Policies and Procedures 











the Eavy Department hes long recognized the desira- 
bility ol promotion Irom within. Indeed, many capable Naval 
civilian administrators are people who "started at the 
bottom." Tha Navy!e polley on promotion of graded civil 
service employees has been well stated in the following: 
Navy Cepartment policy in regard to promotions is 
to provide employeea with opportunities for advance- 


ment by promotion or reassignment to positions for 
whicn thoy are best suited, thereby obtaining maximum 





S aua; Ope git., pe 128. 
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utilization of employees! skille and qualifiestions. 
If persons are equally qualified, first consideration 
in filling vacancies is «given to employees in the 
immediate activity. Other factors boing equal, length 
of service shoulc govern selections for promotion. An 
outside candidate is hired only after the qualifica- 
tions of all available cancidates within the activity 
have been reviewed and it 1s considered that the out- 
side candidates! qualifications are + seed to those 
of any candidate within the activity. 


In order to carry out the general promotion policy, 
the Office of Industrial Relations has directed that local 
Naval shore activities carry out the following specific 
actions: | 

i. Establish a competent training end employee úe- 
velopment program to prepare employees for greater responsi- 
bilities. Such a program mey inelude on-the-job training, 
work simplification training, instructor aná conference 
leader training, supervision development, professional de- 
velopment, executive development, and otliery alscelianeous 
COUrses. 

2. Sateabliish in writing the local promotion policy 
which will be consistent with the general policy described 
above. 

3. Wherever promotionai opportunities occur, em- 


ployees in the direct line of promotion must be given 





© personne) Administration (fashington: Bureau of 
Naval Personnel, Department ol tae N&vy, 1959), p. 56. 


"jeu Clvili&sn Personnel Instructions (Washington: 
Office of industrial Kelations, Departuent ol the Navy), 
Inatruction 160, p. 1. 
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consideration. 

l. Qualification requirements for promotion must be 
established in terms of the kinó and quality of work to be 
performed, 

G. The etendards employed in selection must be 
equitably and universally applied regardless ef the source of 
the candidate. 

6. Every eifort must be made to release employees 
selected for promotion within a minimum time conaistent with 
good edministration. 

It may be seen then, that for a civil service employes 
to be promoted he must meet all the qualifloations of the 
higher position, that is for ecucation, experience, etc. 

The employes zay often Lave to take a written tect as further 
demonstration of ebíilty. Also, in some instances a minimum 
length of service is required in a lower grade before 
promotion. 

As was discuered in an earlier chapter, the positions 
are classified and net the employees, thus although employeas 
may receive periodic "within grade" salary increases while 
in the same position, to be promoted in the sense oi the 
definition given sarlier, the employee must do one of two 
things: 

1, Move to a postition with a higher classification, 

2. Jave ħila own position reclas#ified in a higher 


grade as & result of an inoreasse or chango in the duties of 
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the position. 

The basic responsibility for promotions lies with the 
dine departments, with the Industrial Relations Department 
rendering advice and assistance in a staff capacity. Thus 
the line supervision should initiate a promotion recommenda~ 
tion subject to ihe approval of the head of department, who 
should check on the fairness of promotions and insure that 
the Kavy policy ia consistently administered. In this, of 
course, the Industrial Relations bepartment can be of great 
help. The Industrial Helations Department also is responsie 
ble for the "paper work" involved, such as changing records, 
securing commission approval if necessary, etc. 

The employee is officially iniormed of his promotion 
by a "Notification of Personnel Action," an example of which 
is shown in Figure 9. It is important, in the interests of 
good supervisor-emplioyee relations that the employee be 
informed unofficlally by his immediate supervisor. The 
supervisory personnel are also responsible to see that the 
employee is properly inducted into the new position. Some 
of the induction steps discussed in Chapter VI will also be 
necessary anc appropriate in the case of a promotion to 


another position. 


pemotions 


Occasionally, in the interests of good administration, 


and to promote the efficiency of the Navy, it may be necessary 


STANDARD FORM 50 [6 PARTS) — 
OCTOBER 1949 


PROMULGATED BY NAVY DEPARTMENT 


UHAPTER R-l, FEDERAL PERBONNEL MANUAL 
U. S. CIVIL SERVICE COMMISSION 


NOTIFICATION OF PERSONNEL ACTION 


1. NAME LMR.—MISS—MRS.— ONE GIVEN NAME, INITIALS], ANO SURNAMEJ 2. DATE OF BIRTH 3. JOURNAL OR ACTION NO.) 4. DATE 


Migs Jane A, DOE 2/ s - 


This is to notify you of the following action affecting your employment subject to provisions on reverse, par. 





5. NATURE OF ACTION [use STANDARD TERMINOLDOBY) 6. EFFECTIVE DATE 7. CIVIL SERVICE GR OTHER LEGAL AUTHORITY 
amó or C 18 2 > " 
FROM ; TO 
B. POSITION TITLE 
Clerk-Typist Clerk-Typist 
| 4 
GS-2, $2450 p.a. 9- BERYJEE, SERIES. GS-3, $2650 p.a. 













Supply Dept., Control Div., 1D. ORGANIZATIONAL Same 
DESIGNATIONS 
Receipt Control and Procurement 
Section 
11. HEADQUARTERS 
U.S.Naval Air Station K Same 
Columbus 9, Ohio 
Tr | FIELD T | | OEPARTMENTAL I x | FIELD T 1 DEPARTMENTAL 
| X | | | 12. FIELD OR DEPT’L | X | | | " 
13. VETERAN'5 PREFERENCE 14, POSITION CLASSIFICATION ACTION 
NONE| WWI! |OTHER| S-PT.| ip.ppINT NEW | VICE | KA. | REAL 
DISAB. 
X 
15. | 16. a . 8. 4 á a " 
TIO TO RETIREMENT ACT | | MENT AFFIDAVITS. | Ri CLAIMED LI PROVED 
FROM: ' EYES— NOJ CACCESSIDNS DNLYI 
STATE: 
F m: A& F, Navy, 1951 Yes Ohio 


21. REMARKS: THIS ACTIGN IS SUBJECT TO ALL APPLICABLE LAWS, RULES, AND REGULATIONS AND MAY BE SUBJECT TO INVESTIGATION AND APPROVAL BY 
THE UNITED STATES CIVIL SERVICE COMMISSION. THE ACTION MAY BE CORRECTED OR CANCELLED IF NOTIN ACCORDANCE WITH ALL REQUIREMENTS. 


(1) In retention Group B for purposes of reduction in force. 

(2) Permanent employee within the. meaning of the leave regulations. 

(3) Entitled to receive periodic within-grade salary advancements and 
additional within-grade salary advancements as awards for superior 
accomplishment. 

(4) Not subject to displacement under Section 10-112 of the Civil Ser- 
vice Regulations until such time as the Commission determines that 
displacement will not interfere with the national security or the 
foreign assistance program. 





ENTRANCE EFFICIENCY RATING: 22. SIGNATURE OR OTHER AUTHENTICATION 





U. S. GOVERNMENT PRINTING OFFICE : 1949 882248 


1. EMPLOYEE COPY 


Paragraphs printed below are applicable to this action only if so designated on the reverse side hereof. 


| A. This App 


ae PERS, ‚is, sub) ect ¿Lo a , probation- 
ary. perio 


of one Year, an 


- 
y f Low 
e a 


10 
|. B. New. appointees” must have. executed Stand. 
|  ''ard Fórfir No.^61 ánd:entered^on duty beforé 
i payment of a can be made. 
""eroww] 41 ra. Ama 
C. Fow do, — by. this action,.,aequire a come. _ 
| petitive. status, Or, except. . as previously. 
, granted, become ; eligible for- rany | ¡Other .posi- 
tion or duties. 


- = T 


D. Reassignment at your present rate of pay is 
Eu (0 umor WR fot 
be conducive;to the bhest moale of the office 


Ñ 
to which. you are being assigned. 


Do 
E. This reassignment is issued with the under- 
standing that you will be relieved of all 
Group IVb duties, and will be assigned duties 
strictly within the scope of the Group to 

-~ which you are being pee 


F. You will report for duty in the Department 
‘pid Section Shop. shown in Item 10 (on re- 
- verse Side heYeof) on the date shown in Item 

6 (on Teyerse side hereof). 


. ¡Lou Were "afferded-an opportunity .to submit 
2- statement in, your-own; beñalf. However, 
your statement is not considered a satisfac- 
tory explanation for the charge preferred. 


oO Mae? werevafforded an opportunity to submit. 
a statement in your own behalf but failed to 


PLE AJA | 


win 


MALA EIC NL 


7 


"aT. CA 95 o 
1 Y ERD 9 o i 
bá — + 

C m nd w 
Zi Tara Far sch eS 


ne mt 
"M." ae tt 


rpm 4 


avail yourself of this opportunity. 


3 "You àre advised of your right to submit, with- 
“in. 6months from date of removal, a sworn | 
‘statement to the appropriate Regional Office 
of the Civil Service Commission setting forth 
* “fully and in detail the facts*surrounding your 
Yemoval. “The Commission may within its 

*-diseretion ‘make investigation to determine 

‘your eligibility for reinstatement insofar as 
suitability and fitness are concerned. 


fe 
T 


7 


e 
i 9 
» — 2 


hy 
"Vl 


JJ o 


= * 
A 


No objection is interposed to your employ- 
ment elsewhere in the — — service. 


You will report for ' duty at the 'eaxliest prac- 


ticable date and your commanding officer 


will advise the Department of the date there- 
of for the completion of the record. 


Your record, at the Navy Department will be 
closed and. your name taken up on rolls of 
activity in the same manner as persons taken 
on through the Board of U.S. Civil Service 
Examiners. Your rate of pay will be governed 
by the schedule of wages for the activity. 


If you are reemployed prior to the expiration 
of the-per lod for which lump-sum leave pay- 
ment was made, you will be required to refund 
the amount received for the balance of the 
period involved, including the tax withheld 
at the4mhe of paynrent. 


Tnt iiey 
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to demote a civil service employee. A demotion is the 
opposite of a promotion aa defined above. That is, it Is 
moving the employee to a position requiring less ability, 
involving fewer responsibilities, receiving lower pay, and 
in a lower grade, 

Generally speaking, graded civil service employees 
ere demoted ss a result of one of the following actions; 

l. Their present position is reclassified and 
essigned to a lower grade, However, in such a situation a 
strong attempt 15 usually made by the Naval activity to re- 
aesign the employee to a position in the higher grade. 

2. The employee is reassigned to a position in a 
lower ¿rede as ea result of disciplinary action. The subject 
of disciplinary action will be discussed in Chapter X. 

3. In connection with a general reduction in the 
labor iorce, the employee is moved to & position in a lower 
grade. In suoh a situation, the employees may be glad to 
accept a demotion rather than a complete dismissal. 

lh. If the employee receives an “unsatisfactory” per- 
formance rating, the Performance Fating Act of 1950 requires 
"reroval from the position in which unsatisfactory perfor- 


06 This usually results in a demotion or 


mance was rendered. 
a dismissal. 
Thus, es in the case of & promotion, a cemotion re- 


quires that the employee be reassigned to another position. 





bita., Instruction 130, pe 6. 
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Summary 


Tho requíreuents of sound recrultueat and placement 
herve been dul partially met when the Fest avaliable oandl- 
dates havo been recruited into Naval Civil Service.’ ‘there 
must be en opportunity for employees to develop and advance. 
This need ig filled by an acequate promotion policy. 

The orgeniration and acuwinistration of the havy's 
promotion and demotion plens is a great responsibility of 
all supervisory personnel, Loth civilian and Navai officers. 
ég with eny personal ucilon, these must be performed with 
intelligence, insight ande Judgment. Zuperviecrs muet use 
all aids et their disposal (such as Performance Ratings) to 
make intelligent, fair and consistent decisions, This is 
necessary to promote greater efficlency in the Naval service, 


and to provide greater job satisfaction for the employee. 





Willicm E. Mosher and J. Donald Kingsley, Publio 
Personnel (Acminietration (New York: Harper and Brothers, 
Pabltshers, » Pe 30h. 








CHAPTER IX 
LEAVES OF ABSENCE 
Introduction 


Annual vacations have been widely accepted an desire- 
ble in beth industrial and governzent employment, not only 
from tne standpoint of increasing efficiency, by allowing 
for physical and mental recuperation, but for soolal reasons 
as well.! It is generally agreed by personnel administrators 
that a literal vacation policy wili pay the organization 
dividends. 

Since ill health is one of the normal expectancies of 
adult life, provisions for compensated sick time are essen- 
tial to intelligent employment management. If there ir no 
such provision, often employees whe are siek will report to 
work, endangering their own health end, through contagion, 
that of their fellow workers, 

In the Naval civil service, sueh vacations, or time- 
off with pay, are known as leaves of absence. These leaves 


are governed by detailed regulations, end are classified 





brinten E. Mosher and J. Donald Kingsley, Publio 
Personnel Administration (New York: Harper and brovners, 
Pu 5hers, » Pe 6. 


UC pe 369. 
- 88 - 








89 


according to the reasons for which the leave is granted. 
There are five types of leaves of absence, annual, sick, 
military, court, and without pay, all of which are discussed 
in the following paragraphs. 


Annual Leave 


Annual leave is granted graded civil service employees 
for vacations, personal business, or emergencies. Permanent 
full-time employees earn annual leave at the rate of 26 days 
for each calendar year. Temporary full-time employees earn 
leave at the rate of 2$ days for each full eontinuous month 
of service.” 

Accumulated annual leave may be carried forward to be 
used in succeeding yeara until it totals 60 days for full 
time —— 

The commanding officer of each Naval shore activity is 
responsible for the proper administration of leaves of 
absence regulations. In practice, heads of departments are 
usually delegated authority to approve or disapprove leave 
requests. 

Annual leave may be required to be taken by an employee 


at such times as activities may prescribe as dictated by the 





civilian ersonnel Instructions (Washington: 
-— of ndustrial Relations, Department of the Navy), 
Instruction 105, p. 3. 


bid., p. lh. 








90 


neeés of the Naval zervice. The following are examples of 
situations in which a graded civil service employee may be 
required to use his annual leave:? 

l. Preexdown of equipment. 

2. Lack of material. 

3. Transportation strikes. 

lh. Inclement weather. 

Se Shutdowns at industrial activities for retooling 

er overhaul of equipment. 

6. Temporary reduction in workload. 

It is the responsibility of the Industrial Relations 
Department of Naval shore activities to maintain leave 
records tor each employee. The minimum charge for leave is 
one hour, and additional leave shall be charged in multiples 
of one hour, not in days. Leave is charged only tor regular 
work days; that is Saturdays, Sundays, holidays and any other 
non-werk days within the leave period would not count against 
the leave credit. 

An exployee who retires, resigns, or otherwias is 
separated from Naval employment, is given a lump-sum payment 
for hia accrued annusl leave. This payment is made at his 
salary rate at the time of — HI 

The supervisor and cepartment head have definite 
responsibilities in the administration of the annual leave 





Lee. eit. 
61b16., p. 20. 
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program. “he employee initiates his request on an “Applica« 
tion for Leave” form, an example of wnich 1s shown in Figure 
inis le submitted, first to the immediate supervisor, aná 
then to the ¿epartasnt head for approval. Both the needs of 
the Naval service and tae personal needs of the Individual 
must be considered in the approval of leave requests. 

Although civil servise employees have, under the law, 
a legal right to tne leave, they have a moral obligation to 
take it at u time whan they can best be spared. In most 
Mavai ssore activities a lsave schedule is prepared based on 
the preferenees ol the ewployoos as far as possible, but at 
tae same time keeping an adequate starr on duty. Employees 
should always be notified weil in advance as Lo txelr time 
on the achedule. The sxilifui seheduling of leave is one of 
the ways in which executives end supervisors can keep a 
balance betwee workioad and stell, and zei the job done.’ 

The fact that employewa may take their leave in a few 
hours or in one day at a time may be a distinct advantage to 
tne activity. Gwployees wio practice this usually xeep their 
work up to date and do not build up a big "backlog" by taking 
a longer leave. 

Another adwiniatrative diffleulty is that «ith a cumu- 


lative leave system there is no special fund from which 





"m Meriam, Pub Personnel Problems (Washington: 
The Brookings Inatitution, 30), Pe . 


9. 











6043 /—— Jane A. Doe o AJA 
(Pay number) " (Name) (Date) 








ORGANIZATIONAL UNIT 


so supply Dept. - Control Division . — 


REQUEST LEAVE 





[] Telephoned O Emergency fx] Regular 
TYPE OF LEAVE wae ae 
ith- Other: umber 
[z] Annual [O Sick [] out pay OD (Specin) of hours 16 
FROM (Date and hour — ADDRESS WHILE ON LEAVE 
4/10/51 0800 5632 Selby Court 
I Worthington, Ohio 


| CERTIFY that this absence was due to 


O Necessity of caringfor________________duringquarantinefor__________ 
(Relationship) (Disease) 


[I] Iliness which incapacitated me for duty 
m Medical, dental, or optical treatment by: 


NAME AND ADDRESS 
OF PRACTITIONER ——— — — 


A. M. 
APPOINTMENT (Date) eee ELO MIS) N 


Failure to obtain physician's certificate for absence in excess of three (3) work days 
requires employee's explanation under " REMARKS.'' 


It is understood that any false statements contained herein may be construed as 
an attempt to defraud the Government. 


SIGNATURE OF EMPLOYEE o —— 
OTHER SIDE MUST BE COMPLETED AS REQUIRED 


[epitomen [_] Disapproved (State reason) 


Rade Ad 


(Signature) 


3 Approved C] Disapproved (State reason) 
Pras 





REMARKS: 


APPLICATION FOR LEAVE—NAV. S. AND A. FORM 20) (REV. 8-49) lu 


FIOURE 9 
APPLICATION FOR LEAVE FORM 
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payments are made for leave. The payment is from the current 
salary appropriation; hence when employees are on leave, the 
amount of money avellable for effective time is reduced by 

the sum peld for weaves” Temporary employees cannot usually 
be hired to carry the workload. Hence most Naval shore 
activities encourege their employees to take leave at approxi- 
mately the same rate aa it is sarned. The leave achedule 


mentioned above will help in this. 


Sick Leave 


It is the policy of the Navy Department to grant sick 
leave to civil service employees when thoy are incapacitated 
for the performance of their duties by sickness, injury, or 
pregnancy and confinement, or for medicel, dental or optical 
treatment or examination, or when a member of the immediate 
family of the employee is effiloted with a contagious dis- 
esse and requires the care and attendance of the employee, 
or when through exposure to contagious disease, the presence 
of the emlayee at his work would jeopardize the health of 
— 

Permanent and temporary full-time employees earn and 


ere credited with sick leave at the rate of 1} days per 





8 
pur p. 151. 
"ey A Personnel Instructions, op. cit., 
» Ps 


Instruction 1 
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calendar month. Sick leave wnich accrues during any month 
will be available at any time during that or any subsequent 
month. Unused sick leave may be aecrued to a total of 

90 days. As with annual leave, sick leave is cherged in 
multiplies of one hour, 19 

The approval of sick leave 1s of course the responsi- 
bility of supervisors and executives. It is important that 
such individuals responsible fer approving application for 
sick leave ascertain that the circumstances of the absence 
justify approval ,** 

An employes who is ebsent on account of sickness 
should notify the Naval activity as soon as practicable on 
the Cirat day of sickness, as soon thereafter as possible. 
When the employee returne from leave, he submits an applica- 
tion for sick leave on the leave form shown in Figure 9. 

For periods of absence in exceas of three work days the 
application muet be supported by the physiclan's statement 
on the reverse of the form. However, if there ie reason to 
belleve that an exployeo 17 abusing the sick leave privi- 
lege, a physicían's statement may be required for less than 
three days absence. All requests for sick leave for routine 
medical, dental, or optiesl erarinstion or treatment must be 


submitted for approval prior to the beginning of the em. 


A 
Ibid., Pe bh. 


Ilrpia., Pr heOl. 
12 v1a., Pe 5. 
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Thus the supervisor is responsible to see that the 
privilege of sick leave is not abused. But the greater 
majority of civil service employees are fair, and abuse of 
the privilege does not occur too often. On the other hand, 
there is the problem of consclentious employees reporting 
to work while 111. These people are risking their own health 
and that of their fellow employees. Hence the supervisor 
must persuade them to stay home until well. 


Military Leave 


Military leave is approved absence with pay from 
official duty oí civil service employees who are members of 
the National Guard or reserve units of the Army, Navy, Air 
Force, Marine Corps, or Coast Guard for days on "P thay 
are engaged in training duty. Military leave is not allowa- 
ble when the employee is on active military duty as dls- 
tinguished from annual training duty. t2 

The application for military leave must be submitted 
in advanee and the employee, on hís return, must submit a 
certified copy of his military orders to such training duty. 
Military leave is restricted to 15 calendar deaya, inoluding 
Sundays, holidays, and other non-work days, in any one 


calendar gos, 





13 210. s Pe Te 


Ibid., pe 9. 
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Administrative problems arising from the use of mil1- 
tary leave are not great. Often the employee, and hence the 
supervisor, has no control over the dates of the training 
period, as they are set by the military organizetion. on 
occasion however, the employes may request training duty at 
a certain time. In these cases, the military leave should be 
worked into the annual leave schedule. In either case, the 
dates aro usually known far enough in advance for the supsr- 


viser to do intelligent planning. 


Court Leave 


The Navy Department considers that jury duty is a 
eivic responsibility end it is the polley of the Department 
to request release from jury duty for eligible employees 
only in these exceptional cases where the publio interest 
would be better served by an employee staying on the job. 
Thus, when a civil service employee is absent from duty in 
attendance in court sa a witness on behalf of the United 
States or of the Government of the District of Columbia, or 
for jury duty in any state court, or in any court established 
under the laws of the United States, he is granted court 
leave with pay. Only permanent omployees aro entitled to 
eourt romo, T 


Employees may not be granted court leave if their 


attendance at court is due to voluntary action, or to appear 





15 
Ibid., pe 10. 
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as a witness for private litigents or non-federal parties. 
Such leave must be charged to annual leeve or leave without 
$35, 

Ar can be asen, the administration of court leave is 
very simple. In the first place, it is & rather rare 
occurrence. In the second place, in making application for 
court leave, the employee must submit & copy of the official 


summone. Hence, the ruperviror has an immediate vorific&- 


tion of the validity of the leave request. 


Leave Without Pay 


It is a policy of the Navy Depart«ent to permit the 
granting of leave without pay at tho discretion of thoa indi- 
vidual Naval activities, However, this is not a right whieh 
may be demanded by employees. Leave without pay should be 
granted only when the services of the employee may be spared, 
if continued employment would be Injurious to the health of 
the employee, or when personal circumstances exist which 
call for leave without pay. Any requoste for such leave in 
excess of 90 calendar days must be forwarded to the office 
of Industrial Relations for mpeni. 

Leave without pay la also a rare occurrence, as most 


employees he&ve ample annual or sick leave to thelr credit to 





16 
Tbide, pe 12. 


Morte, pe 15. 
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provide ior most contingencies. in considering requests lor 
leave without pay, supervisors and executives must be sure to 


welch all factors concerned with inteliigence and judgment. 


S ummary 


From the above discussion, 1% may be seen that the 
leave policy of the federal government is most generous. 

But like any iind of personnel action it is subject to abuse 
or misuse if the administration of the policy and plan is not 
carried out intelligently, impartially and with judgment. 
This is tho responsibility of supervisors and executives, 
whether they are civilian employees or Naval officers. 

It is then that the Navy can benefit from a policy 
which ie dictated not only by humane and social considera- 
tions, tut even more forcefully by considerations of the good 
of the service. A liberal annual (or vacation) leave policy, 
for example, is a bulwark against etagnation and dissatis- 
faction, and a positive means of improving attendance through- 
out the year. Moreover, the opportunity which such a policy 
affords for putting subordinate employses in more responsible 
positions on temporary assignment, can play an important part 


in the administration of prania. 





MW osher and Kingsley, op. cit., p. 369. 








CHAPTER X 


DISCIPLINARY ACTION, GRIEVANCES, AND APPEALS 


Disciplinary Action - Principles 


Every Naval activity needs the kind of discipline 
that is present when employees willingly carry out the in- 
structione oí their supervisors and abide by established and 
known rules and — 

There are two ways of achieving good discipline. The 
first is the use of positive motivation consisting mainly of 
constructive, positive leadership. This discipline is a 
force that develops wítnin the ingividual and causes him to 
eonform to rules, regulations, aná high atandards of work 
and behavior," The majority of employees in most orgeniza- 
tions want to conform, and respond to positive motivation. 
They ere self-diseciplined. 

However, in every organization there are usually a 
few individuals sho will not develop self-disctpline and who 


will not conform for their own good und the good of the 





1 


Peal Pleora anc Charles A. Myers, Fersonnel Adminis- 
tration (New York: Meüraw-Hill Book Company, Ins., 1947), 
pe 4 

Zr punk Cushman and Robert W. Cushman, "roy 
Supervision (New York: John Willy and Sone, Ince, . » 


p. ⸗ 
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organization. These people must be held in line by the second 
method oí achieving good discipline, the process usually 
ealled disciplinary action, 

Disciplinary action has been defined as the step or 
steps taken by management as an attempt to correct the dig- 
obedience of an employee or employees.” Disciplinary action 
is a negative action, based on fear, and should be used only 
when all means of positive motivation have been exhausted. 

It involves the use of penalties and should be used with 
caution. The most effective approach to the problem of disci- 
pline and morele rests in keeping employees fully and constant- 
ly informed oí the standards of conduct and performance 


4 


There is one ¡uncamentel emphasia which underlies the 


expected of them, 


entire manageríal and supervisory handling of a disciplinary 
problem. It should be administered with the educational, pre- 
ventive, aná positive attitude uppermost, rather then the 
corrective or punitive. The handling and disposition of each 
case of disciplinary action should attempt to leave oach em- 


5 


ployee more understanding anc cooperative.“ Thus in the proper 


administration of disciplinary action each supervisor and 





3 
Michael J. Jucius, ersonnel Management (Chicago: 
Richard D. Irwin, Inc,, AT P.e 49L. 


“personnel Administration (Washington: Buresu of Naval 
Personnel, Department of the Navy, 1949), p. 56. 

Sordway Tead aná Henry C. Metealf, ersonnei Adminis- 
tration (New York: McGraw-Hill Book Company, Inc., 955], 


pe 27. 
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supervisor ard executive has a great deal of rezpone1t1l1ty. 
in Naval shore activities the immediate supervisor ía 
responsible for mainteining good discipline among his subor- 
dinate civil service employees and also for initiating 
appropriate ciscipiinary action on those occasions which de- 
mang 1%. In order to carry out this funetion, supervisors 
must understand the purposes of disciplinary action and know 
the Navy policy on the subject. Tris means that all man&ge- 
ment personnel above the first line supervisor must insure 
that their subordin&te supervisory personnel have the train- 
ing for such responsibilities. The line supervisor may 
receive u great deal of help from the Industrial felations 
Department in matters relating to discipline. However, the 
line supervisor retains the right of decision; tue Industrial 
Relations T!epartzent will make no determination of penaltios 


in cases involving employees of other departments. 


Stages in Disciplinary Action 


Juctus points out that while it ie not always possible 
or practical to follow a set routine in taking diseiplinary 
action, there are certain stages which should be covered in 
the process. These stages are 4s rollows:° 


l. Accurate statement of the disciplinary problem. 





6 zuoius, Op. Gite, pe 191. 
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2. Collection of full information on the casa. 

3. Selection of tentative penalties to be applied. 

b. Choosing among the alternate penalties. 

5. Application of the penalty. 

6. Follow-up of tne cane. 

These stages may well be followed by supervisors at Naval 
shore activities as they follow the policy established by the 
Navy Department in disciplinary action. 

The first stage is to determine exactly what is the 
alleged infraction of the rules, It le all too easy to 
assume an violation when there has been none. The second 
stage, a continuation of the first, in to determine the facts 
in the case, not necessarily to prove the employee guilty. 
Facts on both sides of the case should be brought out. 

The next two stages involve a selection of tentative 
penalties and choosing among the alternate penalties. There 
are five different penalties which may be applied in cases of 
Gisciplinary action among civil service employees. Naturally 
the gravity or frequency of the offense will determine the 
severity oi the penalty. The more severe the penalty, the 
higher on the levels of management lies the responsibility of 
decision. These penalties are ae follows: 

1. Admonition =- An oral reprimand for offenses which 
are not sufficiently serious to warrant a more severe penalty. 
An admonition should be administered by the eaployoes! 


immediate supervisor. 
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2. Warning - Warnings are issued for more serious 
offenses than admonitions and must be in writing, must 
specify the offense, and must be properly dated and signed by 
an authorised official. A copy of each warning is placed in 
the personnel folder of tie employee concerned, | 

3. Suspension - A suspension involves an enforced 
abeence without pay on the part of the employees, and may be 
from one day to several weeks in length, depending upon the 
gravity and frequency of the offense. 

lh. Demotion - A demotion involves tne reassignment of 
the employee to another position of a lower grade. He cannot 
remain in his present position. 

5. Dismissal - The most serious penaity is the com- 
plete separation of the civil service empioyee from the em- 
ployment of the Navy. This drastíic action should bea tekeon 
only after management has decided that the employee cannot be 
corrected by lesser penalties. 

In choosing among the alternate penaities to deter- 
mine the one to be imposed, the supervisor or executive should 
choose the minimum which may reasonably be expected to correct 
the employee and maintain ;ood discipline and morale. The 


employee's work history, character, and potential value to 


— — — — 


Tue Givilian Personnei Insiructions (Vasnington:t 


Office ol Incustrlal Relations, Department of the Navy), 
Instruction 4S, p» 9. 
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the Navy should be considered in cetermining tne penalty," 


And as stated above, dismissal should be used only as a last 
resort. 

In order to insure that ilke penalties will be imposed 
for like offenses throughout the Navy, to develop on the part 
of employees & clearer understanding of what constitutes 
reasonable cause ior disolplinary action, ana te support 
management in its administration of disciplinary matters, the 
Office of Industriel Relationa has published a Standard 
Schedule of Disciplinary Offenses und Penalties as an encioca-~ 
ure to Instruction us." he seheduia has a suffilelently wide 
range of pensities wiuleh should allow Naval ectivities a 
great deal of flexibility in dealing with particular situa- 
tions, but does, at the sane time establish etandcerds. 

The noxt stage, application of the penalty, should be 
taken as quickly as possible, for tbe effectiveness of disci- 
plinary action úependa to a large extent on the promptness 
with which it is tekeon. Tho Navy Departwent, in order to 
achieve end maintain better supervisor-employes relationships, 
has direcatod that eeiployass will receive discipline only 


0 
from or through their Immediate — Of course, 





8 
ibió., pe 3. 
Pilts, p». 9. 


10. 
William E. Mosher and J. Donald Kingsley, Publie 


Personnel Administration (New York: Harper aná Brothers, 
Publisiere, » Do 42. 
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in more serious cases, the ultimate decision as to a penalty 
is made by a higher Line official. By working through the 
immediate supervisor there is less confusion, employee dis- 
satisfaction, and avoida a loss of confidence and prestize on 
the part of the supervisor. 

The final stage in disciplinary action ia follow-up to 
soe that the action was successful. That is, did it help to 
develop good discipline and morale? Such a follow-up is best 
done by casual observation of the employee by his immediate 
supervisor. 

Should the employee wish to appeal a disciplinary 
action, he must proceed through the stages discussed in the 


next section, 


Grievances and Appeals 


If cerried out improperly, or even properly for that 
matter, disciplinary action frequently results in a grievance. 
And then there are also those innumerable grievances which 
are bound to arise in the day-to-day management-employee re- 
lations. As Mosher and Kingsley put it, "Where any considera- 
ble group of human beings are intimately thrown together, 
maladjustments are bound to ariso "+ In order to handle 
them, supervisors must be able to recognize a grievance. 


What then exactly is a grievance? 





11 
Ibid., pe S42. 
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Glenn Gardiner, in his book on the subject, has given 


the following inclusive definition; + 


l. Anything about a manta Job which irritates him 
or tends to make his working conditions unsatisfactory 
may be a grievance. 

2. <A grievance may exist even though no verbal or 
written complaint is presented. Such silent or un- 
uttered grievances may be as destructive of good will 
as the grievance which is aired. 

3. Even though the grievance may be imaginary, or 
based on lack of knowledge of facts, it ts a grievance, 
none the less, until properly cleared up. 

h. If a worker thinks he has a grievance, he may 
be as discontented as though he has a just grievance 
end the same careful handling is necessary. 

5. A grievance may te trivial or important, affect- 
ing an individual or a group, caused by Lellow-workers 
or management, financial or non-financial, imaginary or 
real - but it is a grievance in any case, and requires 
fair, open-minded, patient, considerate treatment. 


It may be seen from the above statements that grievances may 
arise from anything, they may be unexpreased or imaginary, 
they may be over something large or small. But they are 
important to both management and employees. 

Good personnel management requires that employees be 
allowed the right to have their grievances considered. A 
former Deputy Chief of the Office of Industrial Relations, 
Captain W. fi. Von Preelo, +? has listed {lve reasons why the 
Havy believes in an effective grievance and appeal procedure: 


His reasons ere as follows: 








12 
Glenn Gardiner, How to Handle Grievances (New York: 
Elifott Service Company, 1943), p. l. 


i OI Hewsletter (Washington: Office of Industrial 
Relations, Department of the Navy, January 1950), p. 3. 
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1. Such a procedure «ives employees an opportunity to 
blow off steam and it leads to satisfying their complainta. 

2. An effective grievance procedure points to the 
trouble spota in the administrative set-up end keeps manage- 
ment on ita toes. 

3. It tends, indirectiy, to enforee the policies and 
regulations promulgated by Ravel shore activities and the 
Department and to secure uniformity of interpretation of 
there regulations. 

L. It saves the constant close surveillance by com- 
mancing officers and the Department that would be necessary 
1f the procedure did not exist. 

5. It tends to negate the political pressures which 
are continually brought to bear in this emotion-packed area. 

The Navy Department recognises ine importance of 
bringing to light and adjusting grievances promptly. Accord- 
ingly, ít has established a four stage grievance procedure to 
enable employees to express their grievances. This pro- 
cedure ia intended to cover grievances, complaints, and mis- 
understandings that are personal to an individual employee. 
It is not to be used for those general issues which are 
normally the subject of consideration by management and 
groups of employees. Also, grievances resulting from reduc- 
tions in force, position classifications, and proficiency 
ratings are not applicable under this procedure, as special 


means have been established to handle appeals under these 
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special types of action. 
The Navy grievance procedure for civil service em- 
ployees provides that, in the first stage, the employee shail 
initially take the matter up with hie immediate supervisor 
15 


who shali mako every effort to settle the grievance. Ag a 
watter of fact, a large majority of all grievances can and 
should be settled by the immediate supervisor. He knows more 
about the Job und more about the employee than any one else. 
A supervisor whe can resolve grievances with tact, good 
judgment, and fairness before they are magnified beyond 
their true sige is invaluable to any organization. In order 
te strengthen goed superviror-employee relations, top manage- 
ment must insure that all grievances are presented first to 
the immediate suporvisor. Navy Civilian Personnel Inatruc- 
tions require the immediate supervisor to reach a decision 
on @ grievance in two working days. 

The second stage in the grievance procedure provides 
that if the matter has not been settled to the employee's 
satisfaction at the first stage, and if the employee desires 
to make a further appeal, he shall submit his appeal, either 
orally or in writing to his senior civilian supervisor who 
must arrange for a hearing as acon as possible. The 


employee is given every opportunity to present his side of 





Hitay Civilian Personnel Inatrustions, op. cit., 
Instruction 00, p. I. 


15 248. » Pe 2. 
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the case and should be informed of all the factors which 


have influenced management's actions. + 


The supervisor hold- 
ing the hearing must make every effort to bring out all 
pertinent facts in order to arrive at a fair, consistent 
decision. As in the first stage, the supervisor ia an impor- 
tant figure in the grievance procedure, aná he can settle 
many grievances with justice tor all concerned at thie stage 
in the appeal. He should reach a decision as promptly as 
possible (HCPI requires one in five working days) and tell 
the employee why he arrived at his decision. Should the em- 
ployee be satisfied, the eppeal ls dropped at tile stage. 

If the employee is disaatiafied with the decision 
reached on his grievance by hie senior civilian supervisor in 
the second etage, he may address his appeal in writing to the 
commanding officer of the activity. This constitutes the 
third stage of the procedure. This appeal, together with a 
transeript and papere from the hearing of the second stage, 
are forwarded to the commending officer via the department 
head concerned (normally a Naval officer). The department 
heed reviews tho case and wakes a decision. If he upholds 
the employee, the appeal ende here. But if he upholds the 
decision of the senior civilian supervisor, the appeal is 


forwarded to the Field Grievanee Advisory Committee. This 
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is & three member committee, composed of both officere and 
civiilans, which has the responsibility of holding hearings, 
investigations, and reviews of grievances and then making 
a recommendation, including minority reports, to the 
commanding officer. The commanding officer corsiders the 
recomendations of the Committee, and arrives at e decision 
on the grievance appeal. Again, if the decision favors the 
employee the appesl is ended. in any case, regulations allow 
enly ten working days for a decision in the third stage. 
Should the matter not have been settled to the em- 
ployee's satisfaction at the third stage, the employee may 
appeal in writing to the Under Secretary of tne Navy via the 
bureau of the Navy Department which has management control of 
the activity. All papers previously submitted in the case 
ere also forwarded with the appeal. When the grievance 
eppeal is received in the management control bureau, it is 
reviewed and again a decision is made. If it favora the em- 
ployee, the action is ended. If it does not favor the 
employee, the appeal is forwarded to the Navy Department 
Grievance Appeal Board in the Office of Industrial Relations. 
This board reviews the case, makes any further investiga- 
tions necessary, and makes recowmendations to the Under 
Secretary of the Nevy. The final decision is made by that 


official after a review of the Board's recommentations.*” 


Misa, p. Jo 
Moe, cit. 
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As was pointed out several times in theo above para- 
graphs, in most ectual cases grievances are settled in the 
earlier stages, and this is as it should be, for un une 
settled grievance ia an open sore on employee morale. But 
if not, this procedure guarantees to every civil service 
employee the right to carry a grievance to the highest levels 
of the Navy Department and to receive the utmost considera- 


tion in seeking satisfaction. 


Summary 


The importance oi the responsibility of supervisory 
and executive perzonnel in the proper administration of 
Gisciplinary action and grievances cannot bo over-emphasized. 
Hendled properly, these two types of personnel action can 
build a strong, productivo work force. Handled improperly, 
they can be the source of innumerable problems. Disciplinary 
action and grievances are difficult to handle at best. They 
require that management be alert, intelligent and under- 
etanding, and learn to recognize these problema when they 
first appear (or before if possible) and epply preventive 
rather than eurative methods. 








CHAPTER XI 
CONCLUSION - PERSONNEL MANAGEMENT PRINCIPLES AND POLICIES 

Thé preceding aix chapters have been devoted to a 
rather detailed study of six areas of personnel management 
procedure &s used in the employment of graded civil service 
employees ut Naval shore activities. These six areas were 
selected as being the most important to the Naval officer in 
hie supervisory and executive position. 

However, in a detailed study such as has been presented 
here, it is easy to lose perspective and fail to see each 
personnel management procedure in the light of the entire 
personnel program. Hence it is appropriate to summarize 
these procedures briefly in order to visualize their indi- 
vidual places in the whole program of personnel management. 
For it must be remembered that in a good personnel progrem 
ali types of personnel actions are important. The success of 
ene procedure depends upon the subsequent proper performance 
of other complementary procecures. In other words, good 
personnel management must be u balanced, coordinated progran 
that pormeates all of management anc is not just a series of 
isolated actions. 

Position Classification may be termed the first 


personnol management procedure in connection with graded 
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civil service employees. The position is basic in manage- 
ment, and must bə established prior to employment. Position 
Classification aims at like pay for like work and responsi- 
bility. Line executives play a major role in position 
classification, as they must plan the position, prepare the 
position óescription, review the description, and eventually 
put the classification into effect after approval by the 
Area Wage and Classification Office. The importance of 
position classification may be shown by the fact that to a 
great extent the accomplishment of the objectives of an 
activity depends upon how weil planned and how well organized 
are the employes positions to perform the proper and neses- 
sary functions. 

When a Haval activity must seek ewpioyees from outside 
the organization the personnel procedure of Keoruitment and 
Employment is instituted. Here tim line departwent official 
plays a major part in selection, induction, and follow-up of 
the new empioyees. It is true tnat stafi agencies perform 
the function of recruitment, but the other three functions 
are performed primarily by iine oifleials, and they are a 
serious responsibility. Any organization ia only as good as 
are the people who are in it. The organization of tomorrow 
is made up of employees hired today. Thus good euployoee 
selection will have a jasting effect on tne efficiency of the 


orgenization. All aval officers concerned with recruitment 
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and employment must realize their reaponsibility. 

Porformance Rating of clvil service employees is of 
great value to management, to supervisors, and to tho om- 
ployee themselves. Such ratings form the basis for decision 
in a number oí important personnel actions. The success or 
failure of the Performance Rating Pian depends on how well 
the lino supervisor, whether he is a civilian or a Naval 
officer, carries out his responsibilities in its administra- 
tion. A failure here will nulilfy good management in other 
personnel procedures. Performance Ratings have a definite 
place in & well conceived personnel program. 

The best source oí labor for vacant positions exista 
within the Naval organization itself in ita present employees 
who may be promoted to hixher positions. A system of yro- 
motion from within 1s necessary for the succees of any 
personnel progrem, The Navy has an excellent plan for such 
promotion, but it will not succeed unless it ia administered 
fairly, with Judgment and foresight, and such is the 
responsibility of supervisory personnel. All persons on the 
supervisory level must be constantly aware of the value of 
promotions to the Navy, to the supervisor, and to the 
employees. 

The leave of absence policy of the federal government 
la one of the most liberal in the country, both within sovern- 
ment, and within private industry. As auch, it is a powerful 


personnel tool which hes boen placed in the hands of the 








115 


supervisor. Properly adzinistered, tne leave program can be 
a great morale bullider, and hence an aid to increased 
efficiency. Improperly administered, leaves of absence can 
be a great disrupting influence in the organization. Again, 
as in other types of personnel action, supervisors and 
executives must do intelligent planning und administration in 
order to make the leave program a succeas. 

The last types of personnel action discussed in this 
study, Disciplinary Action and Grievances, involve the line 
supervisor even more then do the others. Re must take 
disciplinary action, or recommend it to higher authority, if 
positive means of motivation fail. The supervisor can 
usually forestall the need for disciplinary action by strong 
leadership and good personnel management. In the case of a 
grievance, the alert supervisor can often spot one even 
before the employee knows he has it. Intelligent handling of 
grievances on the first line supervisory level will settlo 
most of tiem there. Thusa with diseliplinery action and 
grievances, the supervisor, Naval or civilian, has a tremen- 
dous opportunity and a great responsibility, Both actions 
have a place in the balanced personnel program of the Navy's 


civil servico. 


Principles anc Policies 
Are there any personnel management principles or broad 


guides for Judging and applying personnel actions which may 


D 
d — 





— 
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be laid down to assist ine Naval Officer in the performance 
of these procedures? Ey personnel management prinoiples is 
meant “the standards of fairnezs, the basic attitudes of how 
to deal with people, ang tie basic knowledge which is brought 
to bear upon the topics encompassed within personnel 
A 

One viewpoint on thie matter is expressed by a Raval 
Officer experienced in personnel Management, Rear Admiral 
W. MeL. Hague, Chief of the Office of Industrial Relations, 
in the following passage which he offers as a L-A-# for 
judging personel asilani" 


First: Is it LEGAL? If 1t is not in complisnce with 
both the letter and the spirit of the law 1t must be 
ebandoned. The shrewd tactic Gesígned to circumvent the 
spirit while staying within the letter of law, regardless 
of any fancied justliication on the grounds of equity, 
can lead only to grief. 


Second: Is it APPROPRIATE -= ia it just? Is it 
appropriate and just not only to the employee named but 
to all other employees? 


Third: Is 1t WISE? And 1 use the word "wise" in its 
biggest sense. Magnanimity is wise, pettiness is unwise; 
equality of treatment is wise, favoritism is unwise; a 
generous spirit is wise, vindictiveness is unwise; the 
warmth of charity 1s wise, the heat of rancor is unwise. 


Take this as your L-A- of personnel actions: Is it 
Legal, is it Appropriate, is it Wise? If all personnel 
actions are tried in the Field by these criteria, you 
will greatly reduce the number of actions the Under 
Secretary [inde he must reverse. 





Iysonael J. Jucíus, Personnel Management (Chicago: 
Richard D. Irwin, Inc., 1947), pe 39. 


“om Newsletter (Washington: Office of Industrial 
Relations, Department of the Navy), August 1950, p. l. 
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The passage quoted above helps to give Naval exeou- 
tives & criterion to be used in judging personnel manage- 
ment procedure. Eut it also seems necessary to have a set of 
principles which may be followed by the adminietrator. With- 
out principles, the solution oí personnel problems will 
likely be hii-or-miss. While 1t 1s rather cifficult to list 
one particular set of principles which will have universal 
application, the following ones by a civilian author apply 
to the Naval aituation:" 

l. Establish fair levels of wages, hours, and work- 
ing conditions. These are prerequisites of a good personnel 
program. 

2. Add to fuírness the appearance of fairness. Pair- 
ness overshadowed by en unfair appearance is of little value. 

3. Supply employees with relevant information. They 
need and have a right to know what is going on. 

lh. Make employees feel worthwhile and related. Let 
them know they are important to you. 

5. Eliminate all traces of “giftegiving." While this 
does not apply in a monetary way in the Navy, "gifts" may be 
mace of other things. 

6. Build programa in terms of the employee's reactions 
to them. Management must appreciate how employees feel about 


their own problems. 
7. The intelligence or strength of employees should 





Jyuctus, Op, Gite, pp. hO-hh. 
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not be underestimated. Such a mistake will lead to many 
grievances. 

9. Allow enough time to transmit, as well ae to de- 
velop, programs. Policies on which management may spend 
weeks in developing cannot be assimilated by employees in 
minutes. 

9. Select carefully oral und written expreseions. 

The problem ol communications between management end eme 
ployees ia a great one. 

10. "Sell" personnel policies to the employees. If an 
organization has worthwhile purposes and nigh standards of 
fairness, they are worth selling to the employees. 

By carefully following tie ten personnel principles 
enumerated above, the Naval officer cuarged with the person- 
nel management oí Civil Service employees will have a basic 
method of handling personnel management procedures. 

In fact, the importance of such principles has been 
fully recognized by the Department of befense in ite written 
persounol policy for civilian employees. The statement 
quoted below is from a Secretary of Defense letter of October 
13, 1949, «and sets forth the policy approved by that official. 
The principles therein have long been well established in 
Navy Department policies and this over-all statement brings 
together the most important points. The statement follows: 

The Department of Defense is responsible for the 

security of our country. Civilian employees share 


fully in that responsibility. Use of civilisn employees 
afforde abilities not otherwise available, assures 








119 


continuity of administration and operation, and provides 
a nucleus of trained personnel necessary for expansion 
in any emergency. Because civilian employees free 
military personnel for primarily military duties, they 
shall be utilized in all positions waich do not require 
military skilla or military incumbents for reasons of 
training, security or discipline. 


The establishment of a work environment in which 
cívilian employees will be able to contribute most effec- 
tively shall be the responsibility of every person who 
plans or directa the work of others. Supervisors wiil 
provide progressive and constructive leadership to 
indivióual employees and shall endeavor to create sound 
managenent-empioyos relationships. They will insure that 
every employee underatande what ia expected of him, to 
whom he is responsible, and hia work relationships with 
his fellow-workers. Procuetive efficiency can be built 
only upon a recognition of the individual as the basis 
of the organization end through application of sound 
principles cf human relations. 


the following principles will guide the conduct of 
human relations in the Department of Defense: 


i. There shall be no discrimination hecause of race, 
sex, color, religion, nations] origin, lewful political 
affiliation, or prysical handicap. 


2. Employees shall be placod in Jobs for which thoy 
are beet fitted and shell be given opportunities for 
advancement. 


3. Training neceesary te insure improved Job per- 
formance and individual development shall be provided. 


lh. Apprelesal of work performance shall be made 
fairly end objectively on a continuing basis and such 
appraisal shall be ciseussed with employees. 


5. Within whatever compensation schedule 1a applica- 
bio, employees shall receive equal pay for work of equal 
difficulty and resporeitility. 


6. Vorking conditiene shell be wade as safe end 
healthful as pessible. 


7. kecognizing that a weil-insormed work force is a 
procuctive work force, employees shall be informed, 
insofar as possible, of plans and policies affooting them 
and their work. 
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8. Employees shall be encouragee to express then- 
solves concerning improvement of work methods and work- 
ing conditions. 


9. Employees shall have the right, without inter- 
ference, coercion, restraint, or reprisal, to join or 
refrain from joining any lawful employee organization or 
association. 


10. Any employee having a grievance shall be accorded 
a fair and prompt discussion with the supervisor inmedi- 
ately concerned and, failing prompt and satisfactory 
adjustment, he aceall have a right to appeal, under estad- 
dished grievance procedure. In presenting a grievances, 
an employee shall be free from interference, restraint, 
or reprisal, and he may úesiznate a representative of his 
own choice to assiat him. 


Maintenance of sound menagenent-employee relations is 
not the responsibility of managensnt alone. The Depart- 
ment of Defence recognizes its obligations to lis 
employees. In return, it makes reasonable demands of em- 
ployees to cisaharge conscientiously their assigned 
duties in the most effective mamer possivle, to respect 
administrative authority of those directing their work, 
and to observe the spirit as well as the letter of t 
law eand regulations governing tieir officlal conduct. 

A comparison oi the polley und principles set forth 
above and those quoted earlier from a civilian souroe, will 
emphasize the iagt that good personnel management procedures 
are the same in Naval shore activities as they are in 


civilian industry. 
Conclusions 


From the éata developed in tuis study, the following 


conciusíon3 regarding the personnel management of graded 





by avy — * orsonnel Instructions (tastinzton: 


Office ol Industrial Kelations, Department of the Navy), 
Instruction l, p.e 7. 
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civil service employees at Naval shore activities may be 
made: 

i. Personnel management in a Naval shore activity is 
an aspect of management which is concerned with planning, 
organizing, and controlling the performance of those func- 
tions having to do with the procurement, development, main- 
tenance, and utilization of the working force so that the 
mission of the activity end the personal objectives of the 
employees may be accomplished with economy and effectiveness, 

2. It follows, then, that the objectives of personnel 
management procedures at Naval shore activities are concerned 
with the maximum utilization of the human resources, the 
employees, in the accomplishment of the mission of the 
activity. 

3. Ultimate responsibility for personnel management, 
or manajenent-employee relations, lies with line supervision 
and Naval command. Line supervision can make or break any 
personnel program, no matter how well 1t mey be conceived. 

ho. The Navy's Industrial Relations Organization, 
represented at shore activities by the Industrial Relations 
Depertment, exists to advise and assist line supervision in 
ite personne] management responsibility. It can be of great 
aid, but never should assume the right of decision which 
remains with the Line. 

5. Civil Service employees are a vital component of 


the Navy's total resources of manpower. They fill many 
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important billets in the organization of Naval shore activi- 
ties and compose the greater majority of the Navy's work 
force sshore. Hence they are most important to the Naval 
administrator, 

6. Navy personne] management policies and procedures 
for the administration of civil service employees are excel- 
lent and compare most favorably with those of civilian 
industry. However, their great values may only be realized 
by alert, inteliigent administration by those Naval officers 
concerned with civil service employees. 

To Tho six personnel procedures ciscussed in this 
etudy are important in the proper management of shore 
activities, However, sach must play its part in a balanced 
personnel program. 

8. The Naval officer charged with the administration 
of civil service personnel will find that he needs no new 
techniques. The principles of managing people are the same 
whether they are Naval personnel, civil service employees, or 
workers in civilian industry. Thus, officers who have 
followed good principles of good personnel management in 
connection with militery personnel zhouló apply those same 
principles within the framework ol the procedures discussed 
in this stuáy. 








123 


Recommendations 





In order to assist the Naval officer concerned with 
graced civil service employees to arrive more quickly at that 
point where “he did us a lot of good,” the following recom- 
mendations are made: 

l. That the Naval officer know, understand, and apply 
the principles of personnel management discussed in this 
etudy. 

2. That tho Naval officer be familiar with the six 
important personnel management procedures discussed in thle 
Stacy. 

3. That the Naval officer realize the place of each 
procedure in a coordinated personnel program. 

he That the Naval officer familiarize himself with 
Bavy Civilian Personnel Instructions in order to perform 


properly his personnel sanagement responstbilities. 





G. That the Navel officer utilise the advice and 
assistance of the Industrial Relations Department in hia per- 
formance of the personnel management function. 

6. That the Naval officer realize that, of all the 
resources at his command, the human resource ina the greatest 


end most important, anc should be treated as such. 
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